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Abstract
Lubin, Brooke Bennett. Ed.D. The University of Memphis. August 2015.
Principals as leaders of teacher-followers: an exploratory analysis of high school
teachers’ followership style and motivations. Major Professor: Dr. Larry McNeal, Ph.D.
Decades of research suggest that leadership holds the reins of an organization.
More current research, however, identifies followers as possessing the primary influence
within an organization, not leadership. This study takes a follower-centric approach to
leadership by surveying and analyzing high school teachers’ followership styles and
corresponding motivations to inform principal-leaders. Differentiation of leadership
styles builds capacity for enhancement of interdependence and interrelations among the
educational environment between teacher-followers and principal-leaders. Specifically,
affiliation, autonomy, dominance and achievement are the dominant motivators from
which the teacher-followers were categorized, and those motivators were correlated with
followership styles as alienated, conformist, pragmatist, passive, and exemplary.
This study quantitatively examines teacher-follower followership styles and
motivations from survey item analysis and comparisons between groups. The results of
item means, standard deviations, and statistics revealed that despite having a sample of
respondents that was skewed by style of followership, with far too many “Exemplary”
followers than the instrument norms would suggest, links were observed between a
respondents’ dominant style, their age categorized, and such age-related concerns as
years of teaching and years of formal education. Across all types of teacher followers, the
need for Achievement was most pronounced, followed by the need for Autonomy.
Compared to these two needs, those for Affiliation and Dominance were significantly
less in evidence, but neither of the latter two needs was more or less in evidence than the
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other. Across groups, “Exemplary” followers express more need for Achievement,
Affiliation, and Dominance, but not more need for Autonomy.
Understanding teacher-followers’ followership styles and motivations can be used
as a framework for assisting principal-leaders in recognizing what leadership styles might
appropriately motivate teachers within their school.
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Chapter 1
Introduction
To study and truly understand educational leadership, one must understand the
functions of both leadership and followership according to Crippen (2012) as well as the
impact that followers and their motivation will have on the effectiveness of the group and
the organizational leadership specifically. Much research identifies the makeup of an
organization as leader, follower, and relationship (Burns, 1978; Graen, 1995; Hollander,
1992b; Kellerman, 2012), but a more in depth perspective of the dynamics among the
organizational parts are revealed when the layers of the organization are peeled back.
Crippen (2012) mentions that research exists pertaining to leadership in schools, but
within the literature there’s little mention of followership. The paradigm in the study
establishes a consideration of the organizational system in terms of education as a large
onion in which there are different layers within the outside layer (see Appendix A). In
order for the organization to be effective, all layers must be considered and examined as
part of the whole, as will be done in this study beginning from the middle or core moving
outward. In addition, the significance among each layer must be examined. It is important
to recognize that when discussing followership in schools, Crippen (2012) suggests,
“schools are all about relationships” (p.193), therefore the study approaches the research
from a macro-perspective, not followers exclusively.
Human needs in particular, and resulting motivators, are considered as the core
(Yukl, 2002) and identified as a primary variable in the study. Working outwards the
layers and variables of the current study are the follower as an identifying part, and the
leader-follower relationship. Synergy or the effective sum of all parts, as understood for
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the purpose of this study, continuously facilitates the relationship among all parts
(Appendix A).
Background
Green’s (2010) dimension of principal leadership “leading with an understanding
of self” clears the path to the study’s purpose and contributes to a better understanding of
leadership from the inside out toward synergy. An understanding of self or self-concept
and motivation provides oneself with knowledge of role or location within a social
setting. Self-understanding is a life-long process according to Goleman (1998) that is
essential to effective human relations. Self-understanding presents a personal challenge.
If individuals are unaware or blind to their own behavior and the effect beyond
themselves, the individual is incapable of correcting such unknown behavior. They are
only able to correct the behavior of which they are aware (Glickman, et.al., 2004).
Followers competent at the level of self have a capacity to self-manage (Manz & Sims,
1980), having the means necessary to direct their own activities effectively toward the
achievement of organizational goals. In order to contribute to organizational
improvement, one needs to start by developing oneself, a challenge that requires selfawareness and self-regulation (Cunha, M. P., Rego, A., Clegg, S., & Neves, P. , 2013).
Considering that Kelley (1992) establishes leaders as also being followers, “both
parts of ourselves” (p.9) and “the other side of the mirror” (p.8), one can assume that in
addition to leader self-understanding, follower self-understanding is also tantamount
(Green, 2005). Your interpretation of life is your mindset also referred to by Senge
(2006) as mental model in which an individual creates a perception; it is how you view
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life through your own lens creating socially constructed concepts (Carsten, 2010).
Followership and followership style is defined by one’s resulting mental model.
Leadership research clearly exhibits a continuous interaction of power, leaders,
and followers in virtually every sphere of human society (Burns, 1978). The research
repeatedly mentions a lack of focus on the concept of followership or follower-centric
perspective that leads to research requests for a shift in organizational focus, “an
inadequacy of the conventional distinction between leaders and followers” (Burns, 1978,
p.130). Kellerman (2012) expresses an evolution of leadership as well as followership in
which power and influence have become less prominent in leadership, and followers have
an expanded sense of entitlement. Shamir (2007) suggests a lens reversal on the concept
of followership referencing a lack of research using followers’ characteristics specifically
as independent variables, versus the more common use of followers’ characteristics as
affected by the leader. The significance of such a view within followership research is an
apparent need in organizational leadership to equally reciprocate a process of developing
followership skills and relationships, as is available and promoted for leadership.
Dweck’s (2006) growth mindset allows a shift in society to the idea that there is
little distinction between the roles of leader and follower, and that the significance of the
follower is more powerful than once recognized (Vondey, 2012). As Burns (1978) earlier
pointed out, no society exists where there are leaders without followers or followers
without leaders. Yukl (2010) takes it further by pointing out that “Influence is the essence
of leadership.” (p.151) and, Hersey (1984) concludes that personal power is a gift to the
leader from the follower and reflects the willingness of a follower to follow.
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The purpose of this research is to shift the paradigm away from the idea of leader
position power toward a balance of role and power between the leader and follower as
well as awareness in organizations of the follower influence and the leader’s follower
role, a lens reversal. Referring to Yukl (2010) above, one might assume that the leader
possesses the supposed influence or power, but in actuality and a primary focus of the
current study, the research shows that the followers hold the influence within the causal
relationship as identified by Burns (1978). The art of the leader-follower relationship is
the maximization of the coincidence of mutual values and motivations (Burns, 1978). By
understanding followers, researchers are more capable of understanding the leader–
follower relationship and how it contributes to better organizational effectiveness
(Vondey, 2012).
Followership is rarely discussed without a consideration of its relation to
leadership. Meindl (1995) and his follower-centric approach are undergirded by the belief
that leadership is in the eye of the beholder and is defined by followers. Kelley (1988)
takes it a step further when pointing out that our lives and organizations are dominated by
followership but our thinking is preoccupied with leadership. The overarching theoretical
framework of synergistic leadership theory considers followership as being core to
productive organizations and is an assumption throughout the current study.
A variety of followership perspectives are found in the research to contribute to a
summative understanding. A shift in the understanding of followership has already
occurred throughout the research. The publications by Kelley (1988) and Chaleff (1995)
are the primary works on which discussions of followership are originally based (Baker,
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2007). More recently the research has elaborated and recognizes the significance and
strength found in the follower influence.
Problem Statement
The problem studied in this research is the gap in the literature on high school
teacher-followership and its possible synergizing effect on teacher-followership in high
schools. In the process of researching the problem, the variables under study are follower
motivations and followership style. Used in the study are McClelland’s (1961) four
follower motivations, namely the need for achievement, affiliation, dominance, and
autonomy. Kelley’s five followership styles of alienated follower, conformist follower,
pragmatic follower, passive follower, and exemplary follower. The study will examine
the relationship between teacher-follower motivations and high school teacher
followership style.
Research Questions
The following research questions will be addressed in this study via online survey
responses by teacher-followers:
1) Is there a statistically significant difference in the proportion of high school
teachers’ dominant followership styles and the extent to which these proportions
differ from national norms?
2) Do the proportions of high school teachers’ dominant followership styles differ
significantly based on such background characteristics as gender, age, ethnicity,
level of education, and years of experience?
3) Is there a statistically significant difference in the level of motivation expressed
by high school teachers for achievement, affiliation, dominance, and autonomy?
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4) Are there differences in the levels of motivation for achievement, affiliation,
dominance, and autonomy observed after high school teachers have been grouped
by their dominant followership style?
5) Do high school teachers’ level of motivation for achievement, affiliation,
dominance, and autonomy differ by their dominant followership style?
Purpose of Study
The purpose of the quantitative correlational study is to determine the relationship
between high school teacher-follower motivation and teacher followership style. The
subjects of the study are high school teachers, referred to as teacher-followers, and the
study takes place in high schools across the state of Tennessee. The goal of the study is to
inform principal-leaders of the most common followership styles of high school teacherfollowers as well as the motivation enabling the follower behaviors. Such information
provides principal-leaders the ability to motivate followers within the school organization
more effectively. The study used validated reliable measures to assess the variables under
investigation.
Theoretical Framework
The present research is conceptualized using Synergistic Leadership Theory
developed from the work of Richard Buckminster Fuller (1895-1983). Synergy implies a
whole greater than the sum of its parts and is explained by Covey (1989) as “creative
cooperation,” specifically a leadership model that recognizes the strength of inclusion.
The theory is described as holonic, nonhierarchical, and fluid, depicted as a tetrahedron
(see Figure 1). A holon is used here as the whole with consideration for its parts as well
(Gunther, 2013). The faces of the tetrahedron are: (a) organizational structures, (b)
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leadership behaviors, (c) beliefs, attitudes, and values, and (d) external forces (Irby,
Brown, & Duffy, 2000). What makes synergistic leadership theory unique is the way in
which these factors interact. For the purpose of this study the follower motivation facet of
the framework’s image is considered part of the values, attitudes, and beliefs, the
leadership style among the leadership behavior facet, and the resulting interaction of
followership and leadership styles within the organizational structure facet. Specifically,
the present research will assess, from the perspective of high school teacher-followers,
their dominant motivators and followership styles.
Definition of Terms
The following definitions are pertinent to the study and ensure precision to this
study. The specific definitions are from various sources of reference.
Dominant motivators-as recognized specifically by McClelland qualify as
achievement, affiliation, dominance and autonomy.
Follower(ship)- follower commitment to leadership and to the organization
(Atchison, 2004; Beckerleg, 2002; Kelley, 1992).
Followership style-categorizes how the follower carries out the followership role,
at any point in time (Kelley, 1992); specifically, the styles are identified as
alienated, conformist, pragmatist, passive, and exemplary.
Leadership-the act of motivating a group of people to act towards achieving a
common goal (Crippen, 2012).
Motivation-Maslow (1943) defines motivation as the basis of inspiration and
stimulus of desires within human beings to achieve an action based on
fulfilling a sequence of needs. Maslow explained motivation as an inner-
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drive to achieve a goal that satisfies a need. Motivation is human emotion
necessary to achieve a desire or outcome.
Principal-leader-The principal is the main leader of the school organization
(Brown & Irby, 2003); the administrative head of a school who is
considered the “chief learning officer,” and/or an individual with a vision
for the future of the school who articulate that vision to stakeholders
(Green, 2010).
Synergy-broader than the sum total of its parts; effect of all parts equally
contributing to organizational effectiveness (Brown and Irby, 2003).
Teacher-Followers-teachers who work with and follow the principal.
Significance of Study
This study is significant because it recognizes the relational connection between
leaders and followers within the school organization, revealing how high school
leadership can better connect with teacher-follower style based on the knowledge of
individual motivation. Leadership and followership are thus relational categories rather
than absolutes and express their characteristics in relation. Followership should thus be
positioned in the relationship stream of leadership theories (Graen and Uhl-Bien, 1995:
54). Such a connection can contribute positively to the synergistic strength and culture of
the school. McClelland’s Acquired Needs Theory (1961) provides the theoretical basis
for teacher-follower motivation inquiries. Individuals, teacher-followers in this case,
according to McClelland are motivated by one of four dominant drivers; namely a need
for achievement, affiliation, dominance, or a need for autonomy. People will have
different characteristics depending on their dominant motivator, hence the favored
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followership styles. Kelley (1992) mentions, “followers at their best participate with
enthusiasm, intelligence, and self-reliance in the pursuit of organizational goals” (p.26).
An examination of these perceptions will be used to provide better awareness of teachers
in a followership role and for teachers to better participate in the high school setting as a
follower.
By gaining insight into these experiences, it is assumed that schools can draw on
this research to provide more effective followership and a more effective holonic
relationship among school organizational parts. The dynamics of the school setting as an
ever-changing organization with humanistic qualities demands that leaders not only have
personal self awareness but an understanding of goals and motivational levels of
followers (House, 1971). Behavior in an organization is the result of an individual’s
psychological contract, defined by Rousseau (1993) as an individual’s beliefs regarding
the agreement that exists between him/her and the organization. Considering the
aforementioned ideas, it is important to question the motivation of teacher-followers for
the purpose of synergy within the school organization.
For researchers, this study contributes to the existing body of knowledge on
teacher-followership style. It can further encourage other researchers to examine the
relationship between followership styles and the individual’s motivation. In addition, the
study will create additional interest in synergistic leadership style as applied to
educational organization.
Limitations of Study
There are some limitations to the current study. 1) The researcher has no control
over who chooses to respond to the survey. 2) The research outcomes in this study are
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based on “self-reports” by the high school teachers who chose to participate. That is,
teachers may be inclined to present themselves and their schools in the best light. If this
were the case, their responses may have been biased in a positive direction. 3) The
researcher has no control of the accuracy of the respondents.
Delimitations of Study
Boundaries have been established by the researcher, specifically related to this
study they include the following. 1) The correlational design of the study does not permit
conclusions regarding causality to be drawn. 2) The perceptual data was gathered solely
from high school teachers only in the state of Tennessee. 3) School principals could
provide an invaluable perspective on the strength of synergy at their school but are not
part of this study. 4) The survey instrument may not accurately reflect high school
teachers’ motivations and followership style because there are other instruments that
could have been used to measure those variables. 5) The survey by definition is self
reported and may lead to respondents answering questions in a way where they perceive
that they are in a more favorable light causing possible over reporting in certain
categories.
Organization of Study
This dissertation is presented in five chapters and appendices. Chapter 1, the
introduction, provides the context and background for the study, discussing the problem
that is studied, theoretical foundations, and overview of the methodology. The review of
the literature related to the study comprises Chapter 2. There are three main categories of
literature that inform the study. The first category and core of the study is composed of
those documents associated with the constructs of individual motivations of teacher-
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followers in which McClelland’s human needs theory is the basis. The review of
followership, the second main category of literature, is not exhaustive but provides a
framework for which the reader can sufficiently conclude its relevance to the study.
Kelley’s followership styles are emphasized in this study, as a reflection of follower
needs as measured by motivation.
In Chapter 3, the methodology of the study is given. Survey research is the central
method of this study, which is descriptive in nature. Because no instrument existed that
met the purpose of the study, multiple relevant instruments were combined. The methods
used to develop the instrument and to insure its content validity are discussed in Chapter
3. An account of how the instrument was mounted and disseminated to the teachers will
be provided.
In Chapter 4, the results of the statistical analyses pertinent to the study’s research
questions will be presented. Chapter 5 provides a Summary of the study and discusses
implications of the findings. Conclusions are offered and recommendations are presented.

11
	
  

Chapter 2
Review of the Literature
Much research identifies the makeup of an organization as leader, follower, and
relationship (Burns, 1978; Graen, 1995; Hollander, 1992a; Kellerman, 2012), but a more
in depth explanation of the dynamics among the organizational parts are revealed when
the layers of the organization are peeled back as if layers of an onion. In order for the
organization to be effective, all layers must be considered and examined as part of the
whole, as will be done in this study beginning from the middle or core. Chapter 2 consists
of a review of related literature of each organizational layer including follower internal
motivations, followership as a role, and leader-follower relationship, and lastly, the
theoretical framework of synergistic leadership including an application of education
specifically.
A general examination of research on self in relation to followership is necessary
before a discussion of follower internal needs or motivation, in order to contribute to the
consideration of the individual follower behavior, more specifically in this study teacherfollowers and application to the high school educational environment. In addition, the
following research provides a lens reversal of the leadership process (Carsten, 2010).
Research often times focuses on the leadership process and its effect on the follower
(Burns, 1978). In this case, the perspective focuses on the effect of follower behavior and
therefore followership style as a result of follower motivation, not leadership. As Vondey
(2012) suggests, such a follower-centered leadership perspective allows consideration of
the contribution of self-motivation and needs to followership behavior and therefore
followership style as determined by Kelley (2008) for the purpose of this research. A
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focus according to Carsten (2010) on followership and follower identities helps increase
our understanding of the leadership process as well as follower behaviors and styles. This
study is significant because it recognizes the relational connection between leaders and
followers within the school organization, revealing how school leadership can better
connect with teacher-follower style based on the knowledge of individual teacher
motivation. Such a connection contributes positively to the synergistic strength and
culture of the school.
The following literature review examines several theoretical frameworks that
guide teacher-follower motivation, specifically McClelland’s four specific motivations, in
relation to followership style, as well as the relationship among the leader-follower
dynamic within the organization.
Motivation
In order to sufficiently report on the motivation of followers, one must discuss
particular theories such as Maslow’s Hierarchy of Needs, as well as Bandura’s Social
Cognitive Theory as applicable to follower motivation, and most importantly
McClelland’s Human Needs Theory as they relate to aforementioned research questions.
The art of the leader-follower relationship is the maximization of the coincidence of
mutual values and motivations (Burns, 1978). By understanding followers, researchers
are more capable of understanding the leader–follower relationship to contribute to better
organizational effectiveness (Vondey, 2012).
Leaders according to Vondey (2012) can respond to followers effectively only if
they know what motivates them. Efficacy beliefs provide the groundwork for human
motivation, well-being, and personal accomplishment (Farmer, 2010), leading to a
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discussion of efficacy or understanding of self. Kellerman (2012) suggests that in order to
learn leadership, the cooperative process to followership and also part of the study
discussion, one necessary component is to acquire awareness, specifically self-awareness.
In the research, a variety of terms are used to reference a reflection of self such as selfawareness, self-concept, self-identity, self-reflection, self-efficacy and emotional
intelligence to name a few. Most are used interchangeably throughout the research minus
small differences and understood as the knowledge of oneself, though a general
description should be established here. The significance in all cases is the powerful
function of self-examination that allows growth and change of behavior. Selfunderstanding presents a personal challenge. If individuals are unaware or blind to their
own behavior and the effect beyond themselves, the individual is incapable of correcting
such unknown behavior. They are only able to correct the behavior of which they are
aware (Glickman, et.al., 2004). Brouwer (1964) goes on to say, “The function of selfexamination is to lay the groundwork for insight, without which growth can not occur”
(p. 156). Such growth allows for growth within and among the organization as a whole.
Self-awareness makes it easier to understand one’s own needs (Yukl, 2010) and in
a follower role this can apply to leadership style compatibility for peak performance.
Understanding self as defined by Green (2010) is “the knowledge an individual possesses
relative to his/her personal beliefs and thought processes and how he/she might behave in
a given situation or react to a particular issue” (p. 26), for example a leader-follower
relationship. The explanation continues to mention that understanding of self is what
individuals believe about the environment in which they live and function, the people
with whom they interact, the strengths they have acquired, and the values that influence
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their behavior. School leaders with a keen understanding of self and teacher-followers are
more likely to lead schools where trust, respect, and dignity are commonplace, and where
achievement, motivation, and participation are expected (Church, 1997; Fee, 2008;
Goleman, 1998; Green, 2005; Ryan & Oestreich, 1998).
An individual’s recognition of self and their own strengths allow organizational
effectiveness to occur (Collins, 2001). Knowing oneself is the basis for which
relationships are established. The research stresses a leader’s knowledge of oneself before
being able to lead others. Followers in the same sense must know themselves in order to
effectively follow (Green, 2010). Lord, Brown, and Freiberg (1999) states that selfconcept is a powerful determinant of follower behavior and reactions to leaders, and
further consider makeup of self by distinguishing between the working self-concept
consisting of self-views, possible selves, and goals, also known as the active portion of
one’s self-identity, in particular for the current study follower self-identity. Leader
effectiveness is determined by a match between leadership activities and subordinate selfidentity (Lord, et.al., 1999), but the primary purpose of this study is the evaluation of the
individual/self motivation and the coincidental role of follower.
Goleman (1998) recognizes self-understanding as essential to effective human
relations and therefore not only applicable to leaders as referenced by Green (2010) but
by followers as well. Yukl (2010) similarly defines self-awareness as an understanding of
one’s own moods and emotions, how they evolve and change over time, and their
implications for performance and interpersonal relationships. Self-awareness makes it
easier to understand one’s own needs (Yukl, 2010) and in a follower role this can apply
to leadership style compatibility for peak performance.
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The research continues to focus on the opposite process. Most significant to the
current research is the teacher-follower recognition of motivational needs that
consciously or subconsciously direct individual’s actions, and therefore followership
style. Deci (1972) notes that theories of management and work motivation distinguish
between two kinds of rewards-extrinsic and intrinsic, citing Vroom’s expectancy theory
as affecting behavior to which one believes will lead to “desired end states” (p.218).
Hierarchy of needs. Maslow’s (1943) hierarchy of needs illustrates one of the
foremost philosophies on human motivation in psychology. According to the theory
offered by Maslow, humans motivate by a series of needs, and basic needs are satisfied
before an individual will seek a higher order need within the hierarchy (Maslow, 1943).
The lowest need in Maslow’s theoretical framework is physiological, which includes
essential human nourishment such as hunger and thirst. An individual must satisfy the
safety and security need, which follows the physiological need, before seeking the next
highest need as expressed by Maslow. The final three needs at hierarchy pinnacle
contained in Maslow’s theory demonstrate the commitment for growth,
belongingness/love needs, esteem needs, and finally self-actualization, which all build to
an advanced stage of development for humans.
In the early 1940’s Maslow created his theory of needs identifying the basic needs
of humans in a hierarchy of their importance. The needs emerge in a specific rank order
that eventually lead to individuals feeling a sense of satisfaction and productivity within
the workplace (Maslow, 1970). The needs include specifically:
1. Physiological needs encompass needs such as food and water.
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2. Safety and security needs include the desire for physical safety and
financial security.
3. Social needs are met when the individual feels accepted by others.
4. Esteem needs encompass the need of appreciation and being recognized
by others.
5. Self-actualization needs are met when individuals strive to maximize their
own potential.
The belongingness stage illustrates the aspiration of acceptance in a group, which can be
in a social structure or an intimate relationship, whereas in the esteem stage a person
seeks recognition and achievement. The issue lies in the case that the lowest levels of
need are not satisfied in which it is difficult for followers to work at maximization of
their full potential within the organization. Maslow (1970) distinguishes more
specifically between higher order for self-esteem and self-actualization, and lower order
needs.
Social cognitive theory. Bandura (1986) connects self-reflection to the social
cognitive theory in which humans proactively change their thinking and behavior, a result
of motivation, according to their experiences, own cognitions and self-beliefs. It is also
stated in the research that social cognitive theory was formulated around human
motivation as a function of the proactive nature of individuals and is a derivative of the
social learning theory (Bandura, 1986). The theory emphasizes self-recognition as
previously rooted in the power of individuals to proactively engage in their own
development and change accordingly. Also considered part of social cognitive theory,
even more inner personal, is self-efficacy or judgment of ones’ capabilities providing
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motivation, well-being and personal accomplishment. It should be recognized that no
name for self is considered without recognition of the social self, considered the
culmination of the other dimensions (of self) (Goleman, 1998).
Human motivation as theorized by Bandura is an interaction between three
influences, primarily behaviors. Bandura explains that an individual’s behavior affects
personal factors, environmental factors, and a responsive human’s behavior (Strode,
2006). Triadic reciprocity is the reciprocal relationship and how Bandura identifies ithow internal factors, unique to the individuals based upon external factors from their
environment, ultimately lead to behavior (Strode, 2006). Such a model can be applied
within this research as work and personal life representing the external factors, the
individual itself and personal motivations as the internal factors, and resulting behavior as
followership style.
Specifically pertaining to education, Banduras (1978) and Pajares (1997) state
that social cognitive theory is grounded on the principles (a) that interactions between
principal-leaders influence beliefs and behavior and (b) that individual followers are
agents proactively engaged in their own development and can create change by their
actions. Principal-leader behaviors show a positive effect on the motivational beliefs of
teacher-followers, and that motivation is proven to positively affect student achievement
(Tabbodi & Prahallada, 2009).
Two other theories reflect a consideration of self and motivations that might also
be applied to the current research, self-determination theory and self-concept theory.
According to Deci and Ryan (2000), the self-determination theory connects an
individual’s different degrees of needs satisfaction, as also discussed in Maslow and
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Bandura’s research, to the quality of behavior, specifically within the follower-leader
relationship. Shamir, House, and Arthur (1993) revised and extended House’s selfconcept theory (1977) stating the following assumptions about human motivation: (1)
behavior is expressive of a person’s feelings, values, and self-concept as well as being
pragmatic and goal oriented; (2) a person’s self-concept is composed of a hierarchy of
social identities and values and (3) people are intrinsically motivated to maintain
consistency among the various components of self-concept, and between their selfconcept and behavior. In sum, for the purpose of this study needs of followers are
recognized as their motivations.
Acquired needs theory. Successful leaders know that their primary responsibility
entails sustaining the inspiration of followers (Atchison, 2004). In turn, followers’
commitment, motivation, and teamwork enable the organization to perform at higher
levels (Duncan, 2013). In the early 1940’s Maslow created his theory of needs identifying
the basic needs of humans in a hierarchy of their importance as discussed previously.
Gardner (1987) suggests that leaders must have a capacity for rational problem
solving, yet, an intuition to recognize the needs of followers. Deci’s (1972) study gives
the current research direction by stating “there are many important motivators of human
behavior which are not under the direct control of managers and therefore cannot be
contingently administered in a system of payments” (p. 218). As a result, it is important
to look within the individual for intrinsic motivation within the leader-follower
relationship, as well as suggest that work be structured “to arouse intrinsic motivation”
(Deci, 1972, p.219). The focus then is to intrinsically motivate workers seeking to satisfy
their higher-order needs through effective performance on the job. While leadership can
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influence the self-concept, the effects will be limited by the cognitive categories of the
follower unless leadership behaviors are aligned with the appropriate identity level of the
follower’s self-concept (Lord et al., 1999; Rahn, 2010).
No matter which leadership framework one subscribes, understanding followers
and their needs is critical (Bennis, 1997; Burnett, 1994; Covey, 1989; Fee, 2008; Fiedler,
1967; Goleman, 1998). McClelland’s acquired needs theory states that needs are shaped
over time by our experiences over time, most of which fall into four general categories of
needs-achievement, affiliation, dominance and autonomy. The significance is that people
have different characteristics based on their dominant motivator (Appendix A). And, if
leaders can decipher where followers are, relative to their needs, they are better equipped
in understanding how their own behaviors influence the motivation and behaviors of their
followers (Whitaker, T., Whitaker, B., & Lumpa, D., 2000). Specifically need for
achievement refers to the drive to excel, to succeed; the need for dominance refers to the
need to have influence over others; and the need for affiliation refers to the desire for
close interpersonal relationships (Duffy, 2013).
Achievement is the first need identified by McClelland, which explains the
motivation to achieve success. Individuals motivated by the need to achieve will reject
low-risk situations because the accomplishment achieved seems less worthy. However,
the alternative to that is that while individuals avoid high-risk situations when achieving
success, they consider success fortunate (McClelland, 1961). McClelland’s second need,
affiliation, advocates that individuals sought peaceful relationships and conformed to
standards to attain acceptance. The final need described by McClelland is the need for
dominance in two separate manners. The first was an individual who searched for
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personal power, then wished to influence others, and the other sought institutional power,
which is a social dominance more goal-oriented, for an organization and is mostly
concerned with unity as opposed to authority (McClelland, 1975; Olszewski, 2012). The
responsibility of motivation primarily falls on the leader though possessed by the
follower, hence the significance and recognition in the current study of the influence of
followership.
Followership
Followership, in education, generally refers to the teachers who work with and
follow their principals, their leaders (Chaleff, 1995; Kelley, 1992). The teacher is one of
many who follow within the school organization, a member of a school professional staff
who holds the title of teacher, not title principal, vice-principal, assistant principal, or
supervisor. Yukl (2002), and then Notgrass (2010), addressed the lack of research aimed
toward followers in his analysis, “only a small amount of research and theory emphasizes
characteristics of the follower” (p. 16). Boccialetti (1995) asserted that knowing one’s
followership style is the first step to being an effective follower, though followership is
rarely discussed without a consideration of leadership. Meindl (1995) and his followercentric approach state that leadership is in the eye of the beholder and is defined by
followers. Kelley (1988) states that our lives and organizations are dominated by
followership but our thinking is preoccupied with leadership. Followership does not stand
alone in this study either. The role of followership is the centerpiece of the current study
among follower motivation and the relationship within an organization of leadership and
followership.
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Followership styles Kelley (1992) identifies followership styles according to
characteristics of independent, critical thinking and active engagement, specifically
alienated follower, conformist follower, pragmatic follower, passive follower, exemplary
follower. Kelley (1992) describes seven specific follower paths: ‘apprentice, disciple,
mentee, comrade, loyalist, dreamer and lifeway’ (p.51). Crippen (2012) appropriately
associates each path with internal school personnel groupings. For example, those within
a school organization who are comfortable with them and just want to contribute to the
school goals are considered disciples. Others want to change themselves through personal
growth, mentee teachers through professional development plans to strengthen teaching
in the classroom. Aspiring leadership like vice-principal might be considered on the
apprenticeship path, “directed toward mastery of specific administrative skills” (Kelley,
1992, p. 194). The path of comrades works well together on committees. Loyalty for a
leader can make or break them based on followers’ preference. Dreamers follow their
own thing and the lifeway path is for those who are convinced that their service helping
others provides the best or most satisfying way of living (Kelley, 1992).
Kellerman (2008) identifies five types of followers based on the behavioral
dimensions of independent, critical thinking and passivity-activity (Vondey, 2012):
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Followership type

Description

Isolates

Completely detached.

Bystanders

Observe, but do not participate.

Participants

Are in some way engaged.

Activist

Feels strongly about their leaders and acts accordingly.

Diehards

Prepared to die if necessary for their cause. (p.85)

All such paths may exist in schools and influence various roles. And, in addition Kelley
(1992) divides followership into five categories by which the followership questionnaire
refers (p.97):
Followership category

Independent thinking

Active engagement

Exemplary

High

High

Alienated

High

Low

Conformist

Low

High

Pragmatist

Middling

Middling

Passive

Low

Low

Antecedents to acts of followership are the followers’ orientation to the leader and
to the self, the connection of the current study’s variables, meaning that individuals
perceive themselves as followers in relation to a commitment to a leader (Vondey, 2012).
As recommended by Vondey (2012), the attention is turned to establishing a framework
for understanding followers in their roles within the educational organization, and as a
result not much attention will be given to the details-styles, characteristics, definition, and
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theoretical frameworks specifically-of followership itself beyond the following
information.
The research has a variety of definitions for followership and the role of follower,
such as “unleaders” (Kellerman, 2008, p.xx), lacking power, authority or influence, and
subordinate (Boccialetti, 1995), from a variety of perspectives. Johnson (2003) states that
by definition followers are people who have wants and desires of their own, individuals.
Followership is the act or condition under which an individual helps or supports a leader
in the accomplishment of organizational goals, considered an act because of the various
behaviors associated with following someone and a condition because of an individual’s
place within an organizational hierarchy. Follett (1949) as part of the early history of
followership proposed that attention be paid to who gives orders and how the persons to
whom orders are directed receive them (Graham, 1995; Johnson, 2003), in the early
1930s Follett acknowledging then the interdependence of leaders and followers, the
active role of followers, the situational authority of those closest to the task or problem at
hand, and the win-win nature of constructive conflict (Baker, 2007).
Kellerman (2012) defines followers as “subordinates who have less power,
authority, and influence than do their superiors, and who therefore usually, but not
invariably, fall into line” (p.194). Kellerman continues by stressing the importance of
followers and the training for effective followership. Vondey’s (2012) study proposes a
definition for followership from a follower perspective with consideration for followers’
self-concepts. Carsten, M. K., Uhl-Bien, M., West, B. J., Patera, J. L., & McGregor, R.,
2010) mentions that one’s definition of followership might be different depending on the
person. In addition, Kellerman (2008) posited six assumptions about followers:
1. Followers constitute a group that…has members with interests in common.
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2. While followers…lack authority, at least in relation to their superiors, they do not
lack…power and influence.
3. Followers can be agents of change.
4. Followers ought to support good leadership and thwart bad leadership.
5. Followers who do something are nearly always preferred to followers who do
nothing.
6. Followers can create change by circumventing their leaders and joining with
other followers instead. (p. 241)
These assumptions concern both the relationship of followers with leaders and other
members and the response of followers to their superiors and situation. Similar concerns
and recognition can be made for the relationship between teacher-followers and
principal-leaders within the educational organization.
The similarities between effective followers and effective leaders are examined by
Kelley (1988). Yukl (2002) describes effective followers as active and independent rather
than passive and dependent on the leader (Kelley, 1988). Notgrass (2010) furthers
Kelley’s take on effective followership by stating that effective followers are
characterized by enthusiasm, intelligence, and self-reliance in pursuit of organizational
goals. Johnson (2003) positions followership among the organization with leadership as a
reciprocal, interdependent system where the leader must give and get something.
Follower motivation. By applying the idea of follower motivation and
understanding the place on Maslow’s hierarchy for example that followers occupy,
leaders, and specifically school leaders, have a better chance of understanding teacherfollowers’ needs and provide them with the tools, tasks, and rewards necessary for
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improved performance (Fee, 2008). House and Mitchell (1977) in the Path-Goal Theory
and Vecchio (2002), respectively, identify the leader as traditionally holding the primary
responsibility for follower motivation. In Burns’ (1978) view, leaders tap into followers’
motives in order to realize the purposes of both leaders and followers. Baker (2006)
captures the focus on follower motivation by stating that followers may have a variety
and/or multiple motivators and perform just as well as another follower, therefore leading
to the current study’s desire to find correlations among motivations and followership
styles.
Understanding the followers' positions within the organization, their expectations
of certain positions in the organization, and the individuals' needs, motivations, and
beliefs enables the school leader to "facilitate a functional overlap" more effectively
(Burnett, 1994; Fee, 2008, p.25; Green, 2008). Furthermore according to Vondey (2012),
leaders can only respond to followers effectively if they know what motivates them.
Kelley (1992) believed that in order for an organization to attract and keep good
followers, the organization’s environment should be designed with an understanding of
these follower motivations in mind. Kelley identified seven paths to followership, each
with its own set of motivations: (a) apprentice, (b) disciple, (c) mentee, (d) comrade, (e)
loyalist, (f) dreamer, and (g) lifeway. Kellerman (2008) furthered the idea of “good” or
“bad” followers by associating followers with one of two criteria, level of engagement
and motivation-as determinants.
A follower’s motivation is a function of environmental and internal factors. To
increase follower motivation, a company can create a results-oriented environment with
genuine concern for its followers and provide performance related feedback. Today’s
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follower-leader relationships show that followers want trust and are not motivated by
what leaders think they would want, but rather by what each specific follower wants or
needs (Bain, 1982). According to Hughes (1998), followers motivate themselves.
Motivation is generated internally, and a leader merely taps into the internal power of the
follower. When a leader communicates trust and respect for followers’ abilities to
perform and achieve, the internal motivation of the followers takes over and drives them
to succeed. Followers determine their commitment to the organization and therefore their
motivation by reflecting on how hard they will work, what type of recognition or reward
they might receive, and if that reward will be worth it (Strebel, 1996). Motivation may
also depend on the relationship between the follower and leader and how well their
personal characteristics match up. If there is a similarity in values and beliefs between the
follower and leader, the motivational need for empowerment may not be as high because
the follower is driven by the bond with the leader (Mumford, Dansereau, & Yammarino,
2000). The research on charismatic leadership suggests that followers’ self-concepts may
also be relevant in determining their motivations to follow certain leaders (Howell and
Shamir, 2005). A key to motivating followers is the concept of having them realize how
important their function is in a broad sense. Of course, some followers are motivated
primarily by ambition. According to Kelley (1988), this type of person only uses
followership to further his or her own ambitions. Similar to the idea of Vroom’s (1964)
expectancy theory, Green (2000) discussed three conditions that must exist for followers
to be highly motivated. First, they must have the confidence that they can do the job
expected of them. Then, trust is needed in their leader to tie outcomes to performance.
Lastly, the followers need satisfaction with the outcome(s) they receive. If performance
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falls short, there is a good probability that one of these three conditions is not being fully
met. Common causes for a follower’s lack of confidence (“I can’t do it”) could be
inadequate skills, or unrealistic or unclear expectations. More training and the
clarification of expectations are two ways to handle these problems. Tying outcomes to
performance can easily solve the second condition. If the outcomes aren’t satisfying to
followers because they are not finding the work itself rewarding, it might be worth
investigating whether that position is matching the skills, interests, and needs of both the
follower and the leader (Bjugstad, 2006).
Holons and Social identity theory. Applying the holon construct allows a
consideration of leaders and followers simultaneously as wholes as well as parts of more
complex holons like organizations, industries, economies, etc. This research in particular
focuses on the individual teacher in the organizational role as a follower, as well as its
relational role. More specifically in coordination with the above, realizations about the
individual follower and their motivations must be recognized to accurately assess
relationships within the organization. Specifically, Vondey (2012) designates a
disconnect and therefore a need this study attempts to satisfy in Kelley’s work within the
explanation of the relation between individual followers’ motivations and their style of
followership. Meindl’s (1995) research focused on a follower-centric perspective of
leadership, not on followership in particular, recognizing the relational and
interconnected dynamic within the organization (Vondey, 2012). Organizational synergy
results from the effective evaluation of an individual from the inside out, the
maximization and appreciation of strengths, as well as the proper welding of talents and
knowledge among the parts. Uata (2003), “Thus, to lead is to lead one’s self, to discover
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one’s gift, and to lead others is to lead constituents to self discover their individual and
collective gifts for self fulfillment that will naturally produce synergistic performance”
(p. 84).
In addition to the idea of synergy within the school organization, a similar
perspective is that of a holonic relationship between the leader, the follower, and their
relationship. Koestler’s (1967) term holon is most often referred to when speaking of a
socio-ecological system and the way it is organized as a natural process but also as the
coordination of a whole-part relationship. Graen’s (1995) leader-member exchange
theory proposes that leadership must be considered within three distinct domains, namely
follower, leader, and relationship. Further, leaders and followers exist within a
relationship nested in the organization; so in order to examine leadership one must
consider the nature of the relationship (Thomas, 2013). Applying the holon construct
allows consideration of leaders and followers simultaneously as wholes as well as parts
of more complex holons like organizations, industries, economies, etc. On the one hand, a
great deal of the work of a leader and follower are managing and dealing with the
dynamics between the individual parts (e.g., people and/or tasks) within specific agencies
and collective dimensions like team, systems, and relationships. On the other hand, the
parts and whole of leadership and followership are not separate, static structures but
actively constitute each other; they are primarily enfolded and entangled in each other
(Cooper, 2005; Kupers, 2007). Leadership is a holonic part of followership and vice
versa. Followership is integral to leadership as well as leadership to followership.
In order to best understand the role of the follower within the organization, one
must incorporate an understanding of the following concepts of holonic relationships and
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social identity theory that are rich in the research. For example, Lord, et.al. (1999)
connect the idea of self-identity level as previously discussed as determining differences
in the relationship between subordinates and superiors, and the nature of exchanges
within an organization. In addition, Shamir, House, and Arthur (1993) identify a synergy
that occurs when the self-concepts of the followers are perceived to match those of the
leaders. The true value is in the strength of the followers’ self-concepts as reflected in the
inter-follower processes, not necessarily the leadership style or influence specifically as
commonly stressed in the research.
Conceptually, the followers, not the leaders, decide what role they will play and
the significance of their actions (Johnson, 2003). Social identity theory provides a
framework to understand followers within the leadership or organizational setting, based
on the thought that social identity links the follower’s self-concept and behavior
(Collinson, 2006). Social identity is the part of the individual’s self-concept associated
with their membership in social groups (Brewer & Gardner, 1996; Notgrass, 2010; Tajfel,
1974) and leads to behavior oriented toward the interest of the group as opposed to the
interest of the individual. According to Hogg and Terry (2000) social identity theory rests
on the understanding that “for many people their professional and/or organizational
identity may be more pervasive and important than ascribed identities based on gender,
age, ethnicity, race, or nationality” (p.121). The most meaningful group identity will
determine a person’s self-conceptualization in a given context as a result of
depersonalization according to Vondey (2012).
Identity theory is concerned with roles that individuals hold among society and
suggests that individuals identify themselves in terms of such roles. Persons
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acting in the context of social structure name one another and themselves in the
sense of recognizing one another as occupants of positions (roles). This naming
invokes meanings in the form of expectations. (Stets & Burke, 2000, p. 225)
The follower identity incorporates a combination of not only individual self-concept but
also a relational self-concept based on the reciprocal relationship dynamic between the
follower and the leader (Vondey, 2012). Taijfel and Turner’s (1985) through the social
identity theory connect the idea of an individual’s self-concept to the salient
environmental or organizational effects, “social identities locate the self in socially
recognizable categories” (Shamir, et.al., 1993, p.580). The effects of leadership on selfconcept represent three common processes of psychological attachment: personal
identification, social identification, and value internalization. All three processes are key
to determination of followership style according to Kelley (1992).
Teacher-followers. Literature on teacher motivation not only indicates that
teachers are vital change agents leading the way to education reform and that teacher
beliefs are precursors to change (Ajzen & Fishbein, 1980; Battista, 1994; Pajares, 1992),
but literature also indicates that teacher motivation greatly affects student outcomes
(Bandura, 1993; Goodard et. al., 2004; Zimmerman, 2000). Literature surrounding leader
behavior reveals the impact it has not only on the learning environment within a school
(Kelley et al., 2005; Marzano, R.J., Waters, T., & McNulty, B.A.,2005), but also on
teacher motivation and behavior (Ballone & Czerniak, 2001, Dunaway, 2007).
Followership, in education, generally refers to the teachers who work with and
follow their principals, their leaders (Chaleff, 1995; Kelley, 1992). The teacher is one of
many who follow within the school organization; a member of a school professional staff
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who holds the title of teacher, not the principal, vice-principal, assistant principal, or
supervisor.
School leaders need to develop the capacity to lead and focus on specific
competencies including engagement, systems thinking, lead learning, and self- awareness
(Senge, 1990). Bogler (2001) supports this line of reasoning and reports that even levels
of motivation and job satisfaction of teachers are directly related to the effectiveness of a
principal who has developed the capacity to lead and uses corresponding leadership.
Guskey and Passaro (1994) stated that teacher motivation affects how well students learn,
even those students who lack motivation. In general, it is critical for leaders to possess
effective leadership qualities in order to create highly motivated teachers (Tabbodi &
Prahallada, 2009), and highly motivated teachers are vital because they are more likely to
produce higher achieving students (Goodard, et.al., 2004).
Leader-follower relationship
Followership is rarely discussed without a consideration of its relation to
leadership. Meindl (1995) and his follower-centric approach state that leadership is in the
eye of the beholder and is defined by followers. Kelley (1988) takes it a step further when
pointing out that our lives and organizations are dominated by followership but our
thinking is preoccupied with leadership. Berg (1998) establishes that followership as part
of the leader-follower relationship can and should be collaborative. The current study’s
overarching theoretical framework of synergistic leadership theory considers
followership as being core to productive organizations.
A follower and a leader differ simply in the title of the role and the situation in
which it exists, not the power yielded by the position or an assumed hierarchy. The power
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is in the influence, and the influence lies in the hands of the followers (Yukl, 2010).
Education for example consists of the leadership role of principal, the leader of the
schoolhouse, though according to Yukl (2010) when the context of role is considered
specifically in the educational field, power is relative. Teachers also perceive themselves
as leaders within their classroom, a differing context, but within the educational
organizational teachers are followers of principal-leaders creating a duality of dynamic
roles. Kelley (1992) posits that leaders’ worst failure is a lack of knowledge about how
their own behavior affects their followers. In a similar fashion, followers fail when they
are without an understanding of their own role or identity within the organization,
otherwise known as social identity (Hogg, 1990), as well as an awareness of personal
self, self-concept (Lord, 1999). Getzel and Guba (1957) consider the dynamics of self
versus the organization, or the organizational dimension (normative) and the individual
dimension (idiographic) (Green, 2010).
Leaders do not exist without followers and the same for followers without leaders
(Johnson, 2003) implying a leader-follower relationship and consideration of shared
responsibility within the organization. Relationships include leadership and followership
and seamless movement back and forth balancing along the continuum (Crippen, 2012),
influencing each equally (Rost, 1993) in a nonhierarchical fashion. In addition, Burns
(1978) posits that leadership is inseparable from the followers’ needs and goals. True
leadership according to Johnson (2003) can be described as the art of causing
“followership” and should be guided by simple and basic principles such as the follower
provides the motivation. No leader can motivate others, but the leader can create
environments where followers will want to motivate themselves. Hollander (2004) cites
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inclusive leadership as a process of active followership emphasizing follower needs and
expectations as well as two-way influence between followers and leaders. Developing
and managing relationships according to Johnson (2003) in a positive and productive way
requires a keen perception of other people’s needs, motivations, and desires. Only then
can leaders and followers achieve mutual pursuits and organizational effectiveness.
Interrelations and interactions that occur in organizations between leader-follower
and follower-follower fulfill personal and psychological needs of the individual. When
those needs are satisfied, the individual then has the capacity to concentrate effort toward
accomplishment of organizational purpose (Brocato, 1985). “Understanding the complex
interdependencies among organizational processes and the implications of efforts to make
changes requires cognitive skills and ‘systems thinking’” (Senge, 1990; Yukl, 2010).
Individual self-awareness mixed with the integration of multiple individuals in
conflicting roles collaborates as the system itself. The more fluid those dynamics, the
more synergy exists within the organization and therefore the more effective (Uata,
2003). It should also be recognized that the role of the follower as well as the role of the
leader create a dilemma of duality, all leaders are also followers. To be successful
simultaneously, one must find a way to integrate them (Yukl, 2010).
Relationships among stakeholders clear roadblocks to goal attainment (Green,
2010, p.133). A relationship is a connection between people, enabling them to engage in
some sort of exchange therefore contributing to the synergy of the organization. Lord and
Brown (2001) suggest when there is a match between followers’ social identity and the
leadership style that the organization is more effective.
“Three key points of difference emerge when we consider leader/follower
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relations as a dynamic process: (a) leaders and followers may substitute,
neutralize, or complement each other; (b) leadership/followership may be a
collective endeavor rather than something dominated by formally designated
leaders; and (c) followers can act in different ways and display diverse forms of
influence” (Cunha, M. P., Rego, A., Clegg, S., & Neves, P. , 2013, p.4).
Dimension one of Green’s (2010) Four Dimensions includes, in addition to an
understanding of self, an understanding of others, completing the puzzle of the
organization’s holonic or synergistic picture and aligning the needs of the school
organization with the needs of the individuals in the schoolhouse. Burns (1978)
references the interchangeability of leaders and followers roles as well as influence when
considering the reciprocal support provided within such a synergistic environment such
as education (Green, 2010). Hersey, Blanchard, and Johnson (1996) refer to the relative
orientations of leaders and followers between task and relationship. Again, the synergy or
balance of parts within the whole occurs when the school leader integrates the
humanistic, organic structure into elements of a mechanistic, bureaucratic structure
maximizing efficiency and minimizing chaos according to Green (2010), a structural
continuum (p.86).
Leader-member exchange. Effective leaders constantly foster purposeful
interaction and problem solving (Crane, 2012; Fullan, 2001). The leader-member
exchange theory (LMX) can be used to explain this purposeful relationship between
leaders and followers (teachers). As mentioned in Rahn (2010), leader-member exchange
first was introduced by Dansereau et al. (1975) as vertical dyad linkage theory (VDL)
(Duchon, Green, & Taber, 1986; Graen & Cashman, 1975) and initially focused on
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understanding the differentiation in leader behaviors towards subordinates through role
making (Graen & Cashman, 1975). Grounded partly in role theory (Graen, 1976), LMX
theory focuses on the two-way relationship between supervisors and subordinates, and
aims to maximize organizational success by establishing positive interactions between the
two (Trunckenbrodt, 2000).
Exchange process within leadership studies describes relationships existing in the
form of exchanges of desirable outcomes between leaders and individual followers (Blau,
1960; Cook & Whitmeyer, 1992; Homans, 1958; Notgrass, 2010). Hollander and Julian
(1969) included the thought of exchanges as transactions occurring between leader and
follower resulting in a “two-way influence characterizing leader-follower relations” (p.
387). Dansereau,Jr. et al. (1975) furthered this thought of two-way influence in their
introduction of a dyadic relationship formed between leader and follower.
Leader-member exchange theory is based on this type of two-way influence
relationship as a central concept and focuses on how these relationships develop
(Dienesch & Liden, 1986; Graen & Scandura, 1987; Graen & Uhl-Bien, 1991) and the
benefits these relationships bring (Epitropaki & Martin, 2005; Graen & Uhl-Bien, 1995;
Gerstner & Day, 1997). This two-way influence creates interdependence between leader
and follower. Hollander (1992b) suggested this relational interdependence reflects the
ability for both leader and follower to generate rewards that are satisfying to the other and
suggested the motivation for followers to follow with his identification of “the common
persisting element is the significant relational nature of the intangible rewards provided to
followers by the leaders. This gets to the heart of motivations to follow” (p. 48).
Leader member exchange (LMX) theory of the 1970s is a leadership theory that
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takes into consideration the dyadic give and take among leaders or managers and
subordinates or followers, specifically the value of what is given and taken and the
implications for leadership effectiveness (Yukl, 2002). Leader member exchange is
considered a relational approach of leadership (Northouse, 2007; Uhl-Bien, 2006; Yukl,
2002). Relational approach theory is based in part on the concept that social behavior is
the result of an exchange process between two parties. Exchange process, as applied in
leadership studies, describes relationships existing as exchanges of desirable outcomes
between leaders and individual followers (Blau, 1960; Cook & Whitmeyer, 1992;
Homans, 1958). Dienesch and Liden (1986), in their survey of the LMX literature,
determined the existence of the social exchange element of mutuality, specifically the
dimensions of perceived contribution to the exchange, loyalty to the other dyadic
member, and mutual affection for the other member as central focus points explaining the
development of LMX.
As the dyadic relationship develops over time according to Baker (2007),
informal exchanges between leader and follower replace the formal exchanges required
by the organization. The leader then relies less on power and influence to negotiate with a
follower for whom he had increasing trust. Graen and Uhl-Bien (1995) identified the
development of LMX theory across four distinct stages of development: 1) Vertical Dyad
Linkage (VDL) theory with a focus on identifying in-group and out-group relationships,
2) LMX theory with a focus on leader-member quality of relationship, 3) dyadic
partnership building, and 4) group development as systems of interdependent dyadic
relationships. Yukl (2002) and then Crane (2012) define leadership as the process of
influencing others to understand and agree about what needs to be done and how to do it
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effectively. For this reason, there is an increasing need for leaders to create and nurture
relationships in order to achieve the objectives of the organization (Clemens, Milsom, &
Caswell, 2009; Green, 2010; Mourino-Ruiz, 2010).
Relational leadership theory. This research in particular focuses on the
individual teacher in the organizational role as a follower, as well as its relational role.
Fee (2008) clarifies that relationships are the means by which school leaders develop a
better understanding of others and their needs and wants. Meindl’s (1995) research
focused on a follower-centric perspective of leadership, not on followership in particular,
recognizing the relational and interconnected dynamic within the organization (Vondey,
2012). Relational approach theory is based in part on the concept that social behavior is
the result of an exchange process between two parties. Exchange process, as applied in
leadership studies, describes relationships existing as exchanges of desirable outcomes
between leaders and individual followers (Blau, 1960; Cook & Whitmeyer, 1992;
Homans, 1958).
A relationship according to Thomas (2013) “endures and involves strong,
frequent and diverse causal interactions” (p.65) with a focus on interdependence between
partners and how this affects the interaction process (Kelley, 1992). Komives (1998)
expresses the significance of relationships by stating that relationships are the key to
leadership effectiveness. Productive relationships according to Hall (2014) are the
strategic source of value and profits are the result for businesses. Komives (1998)
establishes the relational leadership theory as incorporating five concepts, namely
purpose, inclusion, empowerment, ethics, and process and defines the theory as a
relational process of people together attempting to accomplish change or make a
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difference to benefit a common good. Relational leadership creates increased value by
focusing on rebalancing and optimizing relationships (Hall, 2014), anchored by the
following, treasure the goose, prioritize relational purpose, and engage the disengaged.
Kupers (2007) furthers the idea of a leader-follower relationship and role
continuum by citing the following in reference to the interwoven process of leadership
and followership, “always momentary, tentative and transient” (Cooper, 1998, p. 171);
“occurs in that imperceptible moment between the known and the unknown” (Cooper,
1998, p. 171) via a vacillating interaction (Cooper, 1987) of subjective form and
advantageous circumstance. Accordingly, the interrelationships of the leaders’
consciousness, his or her behavior, values and worldviews, and social/formal roles are
linked together with that of the follower’s consciousness, behavior, values and
worldviews, and his or her social/formal roles. Consequently, for a relational
understanding, the complex interrelationships among leaders, followers, tasks,
performances, and contexts become central (Hosking, Dachler, & Gergen,
1995). Addressing the evaluations people make about leaders and the cognitive processes
underlying evaluations and perceptions, leadership and leadership success become social
constructions of the followers (Meindl, 1995).
Synergistic leadership theory
Relating to the organization, Senge (1990) introduced a systems theory approach
that viewed schools as learning organizations. He suggested that an organization must be
studied as a synergized whole, taking into consideration the interrelationships among its
parts and its relationship with the external environment. Synergistic leadership theory
developed from the work of Richard Buckminster Fuller (1895-1983), created from a
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geometric model to describe the human thought process. Fuller bases this model on his
theory of synergetics, in which the universe divides human perception into structural
systems composed of events and relations. Synergy is explained by Covey (1989) as
“creative cooperation” also understood as greater than the sum total of its parts,
specifically a leadership model that recognizes the strength of inclusion. The description
of the theory as holonic, nonhierarchical, and fluid is reflected in the visual tetrahedral
diagram of Fuller in which there are four congruent and interdependent equilateral
triangles whose faces define the inner and outer boundaries of a system, representing the
smallest conceptual components of a system. Similar to Senge’s (2005) concept of mental
models, Fuller defined thought as a system composed of experiences and concludes that
four experiences provided the mind enough information to produce a system
geometrically equivalent to the tetrahedron and its four parts. Among the four
components of each system, there is one relationship between any two items, three
relationships among any three items, and six relationships among all four items. Fuller
believed that the combination of four items and six relationships were the minimum yield
thought patterns essential to all life.
The tetrahedral diagram itself physically represents the four constructs, equally
important within the structure of the theory, namely (a) values, attitudes, and beliefs, (b)
leadership behaviors, (c) external forces, and (d) organizational structures (Irby, et.al.,
2000). What makes synergistic leadership theory unique is the way in which these factors
interact to address issues, in particularly, relating to female leaders, but is also applicable
to any system despite named parts. For the purpose of this study the follower motivation
variable is considered part of the values, attitudes, and beliefs facet, the leadership style
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among the leadership behavior, and the resulting interaction of followership and
leadership styles within the organizational structure.
The overarching theoretical framework of synergistic leadership theory considers
diversity and has a lack of hierarchy among the organizational parts with followership
being the core and synergizing factor of the model in this study. Stephen Covey’s (1989)
sixth habit of synergy summarizes the idea of productive organizations in which people
interact genuinely, “creative cooperation…to gain new insights”, a combination or sum
total greater than its individual parts alone. The habit also recognizes the individual
humanistic contribution of varying perspectives and experiences, using it to the
organization’s advantage, not their detriment. The synergistic leadership theory, on which
this study is based, goes beyond the traditional leadership theories to include a framework
for understanding self and consideration of diverse peoples within the organizational
dynamics (Uata, 2003).
According to Brown and Irby (2005), synergistic leadership theory was created as
a postmodern leadership theory with the goal of including the female voice in particular
and experience based on four equal factors, none having more significance or weight than
the other and no hierarchy, yet interactive and relational among the three-dimensional
tetrahedron shape. The first of the four factors is attitudes, beliefs, and values, manifested
in behavior and action. The other factors are leadership behaviors specifically as
identified by Green and Cooper, external forces outside the control of the organization,
and organizational structure with a systems theory approach (Irby, 2002). Each factor is
dynamically interconnected, none existing without the other, but having consideration for
each-“insideness and outsideness” (Irby, Brown, Duffy, & Trautman, 2002). The
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interdependence of each factor creates a tension and complexity among the model but
also allows for equal responsibility.
Synergistic leadership provides a leadership mindset in which exists the ability to
develop individuals and communities to synergize individual and collective talents,
knowledge and intelligence naturally in different situations. In particular according to
Uata (2003) leaders must see leadership as a social process occurring among people, fluid
and lacking hierarchy. Such an understanding of leadership allows facilitation of
knowledge among the learning community (Senge, 2006), specifically in education such
collaboration among followers is referred to as Dufour’s (2002) concept of professional
learning communities (PLC). The PLC concept encourages schools to desert dependence
on a single leader, embracing the interrelated strength of the individual followers and
synergize as a community with a shared culture and vision of student achievement
(Dufour, Dufour & Eaker, 2008; McNeil, 2014).
Organizational synergy results from the effective evaluation of an individual from
the inside out, the maximization and appreciation of strengths, as well as the proper
welding of talents and knowledge among the parts. Uata (2003), “Thus, to lead is to lead
one’s self, to discover one’s gift, and to lead others is to lead constituents to self discover
their individual and collective gifts for self fulfillment that will naturally produce
synergistic performance” (p.84). Dimension one of Green’s (2010) Four Dimensions
includes, in addition to an understanding of self, an understanding of others, completing
the puzzle of the organization’s holonic or synergistic picture and aligning the needs of
the school organization with the needs of the individuals in the schoolhouse (p.49). Burns
(1978) references the interchangeability of leaders and followers roles as well as
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influence when considering the reciprocal support provided within such a synergistic
environment such as education (Green, 2010). Again, the synergy or balance of parts
within the whole occurs when the school leader integrates the humanistic, organic
structure into elements of a mechanistic, bureaucratic structure maximizing efficiency
and minimizing chaos according to Green (2010), a structural continuum (p.86).
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CHAPTER 3
Research Methodology
The purpose of the study is to examine the relationship between the following
broad variables: high school teacher-follower motivation and teacher followership style.
The goal of the study is to inform principal-leaders of the most common followership
styles of high school teacher-followers as well as the motivation, specifically
achievement, affiliation, dominance, or autonomy, enabling the follower behaviors. Such
information provides principal-leaders the ability to motivate followers within the school
organization more effectively. The significance of such knowledge is the ability of the
leader to effectively lead by enabling followership behavior accordingly by creating a
more synergized organization.
1) Is there a statistically significant different in the proportion of high school
teachers’ dominant followership styles and the extent to which these proportions
differ from national norms?
2) Do the proportions of high school teachers’ dominant followership styles differ
significantly based on such background characteristics as gender, age, ethnicity,
level of education, and years of experience?
3) Is there a statistically significant difference in the level of motivation expressed
by high school teachers for achievement, affiliation, dominance, and autonomy?
4) Are there differences in the levels of motivation for achievement, affiliation,
dominance, and autonomy observed after high school teachers have been grouped
by their dominant followership style?
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5) Do high school teachers’ level of motivation for achievement, affiliation,
dominance, and autonomy differ by their dominant followership style?
This provides the rationale for the kind of research methods used in the study.
Research Design
According to Charles (1998), research is usually categorized in terms of its
general methodology. In educational studies, he notes that the researcher may employ the
use of qualitative, experimental, or non-experimental methodology to frame his study.
When employing quantitative approach, questionnaires, tests, records, standardized
observation instruments, and existing databases can serve as appropriate sources for data
(Patton, 1997). Common to the quantitative approach is the utilization of data from
human samples and the placing of that the data is predetermined categories for statistical
analysis, the intended result being an unbiased and objective interpretation of data
(Creswell, 2008).
One should note that the context of the current study demands insight and
understanding into the complex dimensions of the leadership/followership connection in
organizations, though the investigation is limited to a linear first-person perspective,
specifically follower-centric perspective. Kupers (2007) states “the first-person
perspective is related to subjective awareness and meaning of personal experience and
action as spheres of influence via self-reporting or biographic ethnomethodologies” (p.
211). A linear first-person follower-centric survey design was adopted for this study to
gather descriptive and comparative data for the purpose of exploring and analyzing high
school teacher followership style and dominant motivators. Surveys can be powerful and
useful tools for collecting data on human characteristics such as their beliefs, attitudes,
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thoughts, and behavior. As a result, this study employs a methodology of primary
analysis as a means of investigating data obtained via survey. The resulting survey for
this particular study explores followership styles as described by Kelley (1992), namely
alienated, conformist, pragmatist, passive, and exemplary, in addition to exploring
McClelland’s dominant motivators, namely autonomy, affiliation, dominance, and
achievement. The analysis specific in the research questions takes place when the two
sets of variables are considered as related to one another and tested accordingly.
Population and Participants
The target population for this study consisted of high school teachers who work in
schools that are located in the state of Tennessee. Of the high schools in the state, the
researcher intended to use systematic random sampling to obtain a subset of schools and
teachers for further study, the overall sample consists of no fewer than 150 high school
teachers. There was no order that lead to the choice of specific high schools or districts
for which to apply to conduct research. Of those in the state of Tennessee who granted
permission to conduct research, all received links to the online survey, not limiting the
number of schools or teachers from whom data was collected providing a systematic
random sampling of high school teachers who chose to complete the survey.
Instrumentation
The survey instrument will be divided into three sections. In section one, a few
demographic questions about the teacher-follower were posed. In section two, the
teacher-follower were asked to respond to twenty questions relating to followership
adapted from Robert Kelley’s (1992) original survey to inquire from teacher-followers
which of the followership styles they most relate. Ten of the followership related
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questions are designed to assess the level of independent critical thinking and the other
ten are designed to assess the level of engagement, therefore 60 being the maximum
score for each of those sub-components. The followership portion of the survey uses a 7point forced rating scale that ranges from 0 to 6. The end points of the scale, 0 and 6, are
labeled rarely and almost always respectively. The midpoint of the scale, the value 3
among the quadrants, is labeled occasionally. The same scale and labels are used with all
questions. By identifying which quadrant your scores fall into, you learn both where your
skills lie as a follower, as well as areas for growth and development. The followership
labels are used to categorize how each teacher carries out your followership role, not who
each is as a person. Specifically, exemplary followers score high for independent thinking
as well as high for active engagement. Alienated followers are associated with high
independent thinking skills but low active engagement. Followers categorized as
conformist score low for independent thinking but high for active engagement.
Pragmatist followers score middling for both independent thinking and active
engagement. Passive followers score low in both independent thinking and active
engagement. There is limited information on the validity and reliability of the
followership survey beyond informal evidence of the validity seemingly inherent in the
instrument’s longevity and wide usage. Statistical tests were performed in the context of
this study in an effort to assess the validity and reliability of the questions relative to one
another.
Finally, in section 3, the teacher-follower will be asked twenty questions pertinent
to work-related “needs,” such as the need for autonomy, need for collaboration, and so
on. Section three questions are derived from McClelland’s Human Motivation Theory
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originally found in the Manifest Needs Questionnaire (1976). The survey will be used to
inquire from teacher-followers which of the needs-achievement, affiliation, dominance or
autonomy-is their individual dominant driver. The questions themselves are an adapted
version found in Heckert et. al. (2000), called the Needs Assessment Questionnaire.
Item-total correlations and Coefficient Alphas were calculated for both the
original and new scales on the confirmation sample of the Needs Assessment
Questionnaire to prove reliability. As with the creation sample, the average itemcorrelations were higher for the new scales than for the original scales: r = .76 versus r =
.59 for the nAch scales; r = 72 versus r = 51 for the nAff scales; .r = .61 versus .r = 52
for the nAut scales; and r = .72 versus r = .65 for the nDom scales. As with the creation
sample, the alphas are much higher for the new scales, ranging from a= .65 to a= 81
(Heckert, T. M., Cunelo, G., & Hannah, A. P., 2000).
Validity of the Needs Assessment was assessed by correlating scores on the NAQ
scales with Jackson's (1966) Personality Research Form (PRF) scales. Each of the NAQ
scales were statistically significantly related to its corresponding PRF scale. The
correlations between the scales were r = .56, p < .001 for the nAch scales; .r = 48, p <
.001 for the nAff scales; .r= .34, p < .001) for the nAut scales; and r =. 76, p <. 001 for
the nDom scales (Heckert, T. M., Cunelo, G., & Hannah, A. P., 2000). In sum, all
statistical analyses carried out to date suggest that the original instrument and its variants
do indeed measure what they purport to measure (Popham, 2011).
Data Collection and Consent Process
This researcher obtained permission to conduct this research from the Institutional
Review Board of Human Subjects Research at the University of Memphis. Permission
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was also obtained for this study from superintendents and principals of the 15
participating schools including the participating independent charter schools. High
schools and/or districts were contacted via email to request permission to survey. In most
cases an application was necessary for which we engaged to receive permission to
survey. The school districts’ permission process takes anywhere from 2-5 weeks to
review all new requests and responds with a written affirmative (as with Appendix) or
rejection. Once permission was granted, details of the online survey such as anonymity,
targeted need, and purpose as well as a link were sent via email to the specified contacts
of the fifteen schools. It is very important that participants are well informed about the
research, its purpose, benefits and risks even before they give consent (Langenbach,
Vaughn, & Aagaard, 1994). A reminder email was sent periodically to
principals/administrators to request continued participation by their teachers including the
survey link.
Participants were then asked to respond to the survey items by following the
directions online. Responses were anonymous, as respondents were not required to
provide names that could be linked to their responses. Ensuring confidentiality has been
found to increase response rates in survey research (Asch, Jedriziewski, Christakis,
1997). To ensure confidentiality, no personally identifiable information (like the name of
the respondent, home address) was collected through the use of survey. Any surveys that
might have inadvertently included names or other identifying information were
immediately destroyed. A few obstacles came up throughout the process, namely snow
days/weather and incomplete surveys. The weather delayed contact with teachers and as a
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result responses were delayed as well. Some teachers began the survey but did not
complete it in its entirety and therefore were unable to use their data for analysis.
Following the imported results from the survey results, the datasets were imported
into the most recent version of SPSS and then merged into a single file so that betweengroup analyses could be conducted.
All participants were informed that their responses would be anonymous and
would remain anonymous throughout the investigation. Participants were also informed
that participation was strictly voluntary. In an effort to maintain confidentiality, access to
all individual survey information was restricted to the researcher. Schools are never be
referred to by name, and individual responses are not used. All analyses are presented in
summary form featuring particular cases. Individual case results (school results) were
made available to the school principal or district official upon request.
Data Analysis
Using the scoring key and other interpretive materials provided with Kelley’s
followership instrument, sums for each respondent will be computed for the two
constituent dimensions of followership style: independent thinking and active
engagement. Given these two sums, subjects will subsequently be categorized as one of
five followership styles, depending on whether both sums are high (Exemplary
Followership); both sums are low (Passive Followership); the sum of independent
thinking is high but the sum of active engagement is low (Alienated Followership); the
sum of independent thinking is low but the sum of active engagement is high (Conformist
Followership); or neither sum is high or low (Pragmatic Followership).
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With all respondents categorized as having a particular style of followership,
answers to Research Questions 1 and 2 will be obtained by applying two different forms
of the chi-square procedure to these categorical data. For Research Question One
concerning differences in the proportion of high school teachers’ dominant followership
styles and the extent to which these proportions differ from national norms, the chisquare test for equal frequencies/goodness of fit will be employed to discern if each the
proportions of respondents by the five followership types are statistically equal to .20 and
whether the proportions match those provided as “norm” in the followership scoring
materials. For Research Question 2 concerning differences in teachers’ followership
styles by such background characteristics as gender, age, ethnicity, level of education,
and years of teaching experience, the “two-way” or chi-square test of independence will
be employed to determine whether differences in the proportions of the respondents
expected to occur when the followership types are crossed with each of the background
characteristics differ statistically from the proportions of the respondents observed to
occur when the followership types are crossed with each of the background
characteristics.
With respect to Research Questions 3 and 4, means will be computed for each of
the four motivational needs each measured five items within the Needs Assessment
Questionnaire: specifically, need for achievement, need for autonomy, need for
affiliation, and need for dominance. With respect to Research Question 3 concerning
differences in the level of motivation expressed by high school teachers for achievement,
affiliation, dominance, and autonomy, a Repeated Measures Analysis of Variance (RANOVA) will be conducted on the means and subsequently followed up by testing all
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possible pairs of means. With respect to Research Question 4 concerning differences in
the levels of motivation for achievement, affiliation, dominance, and autonomy observed
after high school teachers have been grouped by their dominant followership style, as
many as five additional R-ANOVAs will be conducted in order to determine the
motivational need profile for each of the followership styles.
Finally, regarding Research Question 5 concerning whether teachers’ levels of
motivation for achievement, affiliation, dominance, and autonomy differ by their
dominant followership style, a Multivariate Analysis of Variance (MANOVA) will be
conducted. For this analysis, the four scale means obtained on the Needs Assessment
Questionnaire will serve as the dependent variables while the dominant styles observed
for the present study will suffice as the independent variable, assuming sufficient
numbers of each followership style.
Summary
This chapter contains relevant information regarding the quantitative research
design, participants, instrumentation, data collection procedures, and data analysis used to
interpret the information. The population for this study will consist of a representative
sample of approximately 300 teacher-followers working in schools located in the state of
Tennessee. The data collected from the survey was compiled and analyzed using SPSS,
and the results were organized to respond to the study’s six research questions.
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Chapter 4
Results
The purpose of this study is to explore the antecedents of teachers’ dominant
followership styles—as Exemplary, Pragmatic, Passive, Alienated, or Conformist—in the
needs for Achievement, Affiliation, Autonomy, and Dominance as articulated by
McClelland and as measured by the Needs Assessment Questionnaire. Specific research
questions that derive from this overall purpose are as follows:
1. Is there a statistically significant difference in the proportion of high school
teachers’ dominant followership styles and the extent to which these proportions
differ from national norms?
2. Do the proportions of high school teachers’ dominant followership styles differ
significantly based on such background characteristics as gender, age, ethnicity,
level of education, and years of teaching experience?
3. Is there a statistically significant difference in level of motivation expressed by
high school teachers for achievement, affiliation, dominance, and autonomy?
4. Are there differences in the levels of motivation for achievement, affiliation,
dominance, and autonomy observed after high school teachers have been grouped
by their dominant followership styles?
5. Do high school teachers’ levels of motivation for achievement, affiliation,
dominance, and autonomy differ by their dominant followership style?
After a brief description of the sample teachers who chose to participate in this
study, the chapter will then turn to outlining the analytic procedures and providing the
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statistical outcomes pertinent to answering the five research questions previously
mentioned. A brief summary of what was learned from these analyses will conclude the
chapter.
Description of Sample
As noted in Table 1, some 145 teachers provided complete data with respect to
two essential criteria: first, computing the two 10-item scores on which ones’ dominant
followership style is predicated (that is, scores for “independent thinking” and for “active
engagement”) and, second, responding to at least four or five of the questions directed at
assessing their needs for achievement, affiliation, autonomy, and dominance. While this
sample of 145 fully responding teachers was nearly two-to-one female (64.1%) and
overwhelmingly Caucasian/White (84.1%), the percentages observed were far more
evenly distributed when classified by other criteria. By age category, nearly 60% of the
responding teachers were 45 years or less (57.7%), while slightly more than 40% could
be considered older than middle aged (42.3%). In terms of total years of teaching
experience, roughly equal numbers of the sampled teachers professed to have been
employed as a teacher for five or fewer years (24.1%), six to 10 years (19.3%), and 11 to
15 years (19.3%), with the numbers skewed somewhat larger for those with 16 or more
years of teaching experience (38.6%). As regards the number of years teaching at their
current school, slightly more than one in 10 (10.3%) asserted that their current tenure had
been 20 or more years, with the remaining 90% indicating in about equal numbers that
they had been at their present place of employment three or fewer years (28.3%), four to
eight years (30.3%), and between nine and 20 years (29.7%%).
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With respect to such demographic characteristics as educational attainment and
schooling contexts, the distributions were less balanced. With respect to years of
education, there was approximately a 40/60 split in the percentage of respondents who
had not yet earned a Master’s degree compared to those who had done so (31.0%) or who
had done so and completed additional coursework or higher-level degrees (29.0%). While
slightly less than one-third of all respondents indicated that they taught within an urban or
suburban context (32.4%), nearly half labeled their schooling context as “small town”
(46.2%) and about one in five marked “rural” as best describing their schooling context.
As previously mentioned, the 145 teachers described above provided sufficient
data to facilitate their being typed as one of five kinds of followers. On a frequency scale
ranging from zero to six, these teachers answered each of two sets of 10 questions aimed
at assessing their propensities for “independent thinking” and “active engagement,
respectively. Plotting the sums the two constructs against a set of horizontal and vertical
axes facilitated identification of a respondent as a follower having one of five following
styles:
•

“passive” (low scores on both thinking and engagement)

•

“alienated” (high score on thinking and low score on engagement)

•

“exemplary” (high scores on both thinking and engagement)

•

“conformist” (low score on thinking and high score on engagement)

•

“pragmatist” (middling scores on both thinking and engagement)

As will be evidenced below, tallying the proportion of each style of follower
contributed directly to answering Research Questions 1 and 2 concerning the distribution
of followership styles in the sample, as well as to Research Questions 4 and 5 regarding
the potential connection between the respondents’ style of followership and his or her
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workplace needs. Although the distribution of followership styles for the current sample
did not run the gamut of possibilities, sufficient variation in the styles were observed so
that answers to the aforementioned four research questions could be developed.
Table 1
Demographic Characteristics of the Sample
Variable

n

%

Male
Female

52
93

35.9
64.1

20–35 years
36–45 years
46–55 years
56 years or more

44
37
37
27

30.3
25.5
25.5
18.6

Other Ethnicities
White/Caucasian
Not answered

26
118
1

17.3
81.4
0.7

Years Teaching
1 to 5 years
6 to 10 years
11 to 15 years
16 years and above
Not answered

35
28
28
53
1

24.1
19.3
19.3
38.6
0.7

Years at This School
Three years or fewer
4 to 8 years
9 to 20 years
20 years or more
Not answered

41
44
43
15
2

28.3
30.3
29.7
10.3
1.4

Highest Degree
Below Masters
Masters
Above Masters

58
45
42

40.0
31.0
29.0

Gender

Age

Ethnicity
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Schooling Context
Urban/Suburban
Small town
Rural

47
67
31

32.4
46.2
21.4

Research Question One: Is there a statistically significant difference in the proportion of
high school teachers’ dominant followership styles and the extent to which these
proportions differ from national norms?
Simple inspection of the observations presented in Table 2 reveals that neither run
of the so-called “one-way” Chi-Square test approached a match the projected statistical
model, whether as a test of “equal frequencies” (χ2(4) = 244.48, p < .001, W = 1.30) or as
a test of the “goodness of fit” of observed frequencies with some other distribution (χ2(4)
= 265.1, p < .001, W = 1.83). At a 100% deviation from the expected models, the socalled “Passive” followership style was completely unrepresented in the distribution of
styles, and, at 96.6% deviation from the expected models, the “Alienated” followership
style nearly so. While less extreme, the deviations from the expected models were
substantial for the “Conformist” followership style, calculated as being slightly more than
75% for the “equal frequencies” analysis and better than 80% for the “goodness of fit”
analysis, given the percentage norms accompanying the followership instrument. With
respect to the two over-represented followership styles, the “Pragmatist” style departs by
31% in the “equal frequencies” analysis and by only 12.6%--or hardly at all—in the
“goodness of fit” analysis. Vastly overstated in both models, however, are the
percentages of the respondents who deem themselves “Exemplary” followers. Rating
themselves highly on the ten items measuring “independent thinking” (M = 40.2, SD =
8.42) as well as on the ten items measuring “active engagement” (M = 45.8, SD = 8.45),
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the respondents in this sample represent nearly than two and one half times the
percentage expected in the “equal frequencies” analysis (deviation of 241.1%) and well
over than two and one half times the percentage expected in the “goodness of fit”
analysis (deviation of 279.3%).
Given the skewed nature of the distribution of styles, subsequent analyses
pertinent to the research questions and touching upon “followership style” involved the
reduction of the five original levels of that variable to two for the sake of statistical
manageability. As will be seen below, this two-category representation of the original
variable contrasts those who classified themselves as “Exemplary” followers as opposed
to some “Other” designation.
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Table 2
Summary of Chi-Square Test of Equal Frequencies and Goodness of Fit Results
Concerning the Distribution of Followership Styles in the Sample

Observed

Style
f

Expected
%

f

%

Percentage
Deviation

Test for Equal Frequencies (χ2 (4) = 244.48, p < .001)
Alienated

1

.7

29

20

-96.6

Conformist

7

4.8

29

20

-75.9

Passive

0

0.0

29

20

-100.0

Pragmatist

99

68.3

29

20

31.0

Exemplary

38

26.2

29

20

241.4

2
Test for Goodmess of Fit with Norms (χ (4) = 265.1, p < .001)

Alienated

1

.7

29

20

-96.6

Conformist

7

4.8

36.25

25

-80.7

Passive

0

0.0

10.15

7

-100.0

Pragmatist

99

68.3

43.5

30

12.6

Exemplary

38

26.2

26.1

18

279.3
	
  

Research Question 2: Do the proportions of high school teachers’ dominant followership
styles differ significantly based on such background characteristics as gender, age,
ethnicity, level of education, and years of teaching experience?
As shown in Table 3, a succession of two-by-two “crosstabs” tables were created
and a series of Chi-Square tests conducted to determine whether the respondents’
dominant followership style as “Exemplary” or some “Other” style was related one or
more of seven demographic characteristics that had also been dichotomously coded. Of
those seven, three proved to statistically significant at p < .05, and these thee appeared to
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be some function of the respondent’s age. In sum, those respondents who were older than
45 years (78.1%), held a Master’s or higher degree (74.7%), or had more than a dozen
years of teaching experience (76.4%) tended more often to think of themselves as
“Exemplary” followers than their counterparts who were younger (60.5%), had less
formal education (58.6%), and had fewer years of professional service to their credit
(60.3%). Of these three characteristics, the most strongly related as indexed by the phi
coefficient was the respondent’s chronological age (φ = 0.19), followed by years of
teaching (φ = 0.17), and level of education (φ = 0.17). It is also worth noting that
respondents who were ethnically-speaking “not White” tended more often to rate
themselves as “Exemplary” followers (81.1%) than their “White” counterparts (63.9%),
but the relationship was not found to be significant at an alpha level of .05 (φ = 0.16).
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Table 3
Chi-Square Test of Independence Results for Respondent Followership Style Crossed
with Select Demographic Characteristics
Characteristic 1
Characteristic 2
Style
χ2	
  
φ
Observed
Expected
Observed
Expected
f
%
f
f
%
f
	
  	
  
	
  	
  
	
  	
  
	
  	
   	
  	
  
	
  	
  
	
  
	
  
Male
Females
	
  
35.5
67 72.0
63.5
Exemplary 32 61.5
1.70
0.11
20 38.5
16.5
26 28.0
29.5
Others
White
Exemplary 69
39
Others

63.9
36.1

Other Ethnicity
73.7
34.3

30
7

45 years of age or younger
Exemplary 49
32
Others

60.5
39.5

55.3
25.7

58.6
41.4

39.6
18.4

50
14

60.3
39.7

49.8
23.2

65
22

64.9
35.1

52.6
24.4

55
17

32.1
14.9
	
  	
  

74.7
25.3

59.4
27.6

76.4
23.6

49.2
22.8

0.16

	
  
	
  
5.13*

0.19

	
  
	
  
4.16*

0.17

	
  
	
  
4.44*

0.17

	
  
	
  
0.85

0.08

	
  
	
  
0.00

0.00

More than seven years
49
19

Urban/suburban
Exemplary 32 68.1
15 31.9
Others
	
  	
  
	
  	
  
	
  	
  
† p < .10. *p < .05.

43.7
20.3

More than 12 years

One to seven years onsite
Exemplary 50
27
Others

78.1
21.9

Masters or greater

One to 12 years teaching
Exemplary 44
29
Others

25.3
11.7

Older than 45 years

Below Masters degree
Exemplary 34
24
Others

81.1
18.9

	
  
	
  
3.76†

72.1
27.9

46.4
21.6

Small town/rural
67 68.4
31 31.6
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66.9
31.1
	
  	
  

	
  	
  

	
  	
  

	
  

	
  

Research Question 3: Is there a statistically significant difference in level of motivation
expressed by high school teachers for achievement, affiliation, dominance, and
autonomy?
After computing scale means across the five statements soliciting the need for
achievement (M = 4.60, SD = 0.40), affiliation (M = 3.33, SD = 0.55), autonomy (M =
3.74, SD = 0.68), and dominance (M = 3.47, SD = 0.64), the resulting computations were
compared using the repeated measures Analysis of Variance procedure (R-ANOVA),
with dependent t-tests performed as regards follow-up comparisons between pairs of
means. As noted in Table 4 and graphically portrayed in Figure 1, the outcome of the RANOVA was highly statistically significant (Λ = .146, F(3, 142) = 277.68, p < .001, ηp2=
.85), with the need for achievement (N Achievement) exceeding all other needs and the
need for autonomy (N Autonomy) exceeding the needs for affiliation (N Affiliation) and
dominance (N Dominance). Consistent with these results, the largest correlated effect
size differences were observed for those involving N Achievement versus N Affiliation
(d = 2.65), N Achievement versus N Autonomy (d = 1.54), and N Achievement versus N
Dominance (d = 2.10). Correlated effect size differences that were moderate in magnitude
were observed for comparisons involving N Affiliation and N Autonomy (d = -0.67) and
N Autonomy and N Dominance (d = .42). The statistically non-significant comparison
involving the means for N Affiliation and N Dominance was linked to a negligible effect
(d = - 0.22).
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Table 4
Repeated Measures Analysis of Variance Summary of Four Scale Means Derived from
the Needs Assessment Questionnaire: All Respondents
All Respondents
(N = 145)

Need

M

SD

1. N Achievement

4.60

0.40

2. N Affiliation

3.33

0.55

3. N Autonomy

3.74

0.68

4. N Dominance

3.47

0.64

	
  	
  

	
  	
  

	
  	
  

1

2

3

4

á

á

á

2.65

1.54

2.10

â

-0.67
á

0.42

	
  	
  

	
  	
  

	
  	
  

	
  	
  

Note. The results of a one-way repeated measures Analysis of Variance (R-ANOVA)
suggested a highly significant difference between the four means (Λ = .146, F(3, 142)
= 277.68 p < .001, ηp = .85), with the results of follow-up paired comparisons
suggested in the table above. In those instances where the comparisons were
statistically significant at the corrected alpha levels (p < .008), cells with "up" arrows
denote comparisons where the mean at left exceeds the numbered mean above, while
cells with "down" arrows denote comparisons where the mean at left is lower than the
numbered mean above. For statistically significant comparisons, correlated effect sizes
(d) are provided to denote the magnitude of the difference.
2
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Figure 1. Line graph of four motivational needs scale means obtained for all respondents
on the Needs Assessment Questionnaire
Research Question 4: Are there differences in the levels of motivation for achievement,
affiliation, dominance, and autonomy observed after high school teachers have been
grouped by their dominant followership styles?
As indicated in Figure 2, the trend lines for “Exemplary” and “Other” styles of
followers suggest differences across the scale means observed for the four motivational
needs that mirror those seen for the sample as a whole. After computing scale means
across the five statements soliciting the need for achievement (M = 4.71 SD = 0.32),
affiliation (M = 3.41, SD = 0.53), autonomy (M = 3.81, SD = 0.68), and dominance (M =
3.56, SD = 0.60) for Exemplary followers only (n = 99), the resulting computations were
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compared using the repeated measures Analysis of Variance procedure (R-ANOVA),
with dependent t-tests performed as regards follow-up comparisons between pairs of
means. As noted in Table 5, the outcome of the R-ANOVA was highly statistically
significant (Λ = .120, F(3, 96) = 234.62, p < .001, ηp2= .88), with the need for
achievement (N Achievement) exceeding all other needs and the need for autonomy (N
Autonomy) exceeding the needs for affiliation (N Affiliation) and dominance (N
Dominance). Consistent with these results, the largest correlated effect size differences
were observed for those involving N Achievement versus N Affiliation (d = 3.00), N
Achievement versus N Autonomy (d = 1.65), and N Achievement versus N Dominance
(d = 2.35). Correlated effect size differences that were moderate in magnitude were
observed for comparisons involving N Affiliation and N Autonomy (d = -0.66) and N
Autonomy and N Dominance (d = .39). The statistically non-significant comparison
involving the means for N Affiliation and N Dominance was linked to a negligible effect.
Similarly, for those 46 respondents evidencing “Other” followership styles, comparison
of the scale means obtained for the need for achievement (M = 4.36 SD = 0.44),
affiliation (M = 3.17, SD = 0.55), autonomy (M = 3.59, SD = 0.68), and dominance (M =
3.25, SD = 0.68) resulted in a highly significant R-ANOVA outcome (Λ = .190, F(3, 43)
= 61.18, p < .001, ηp2= .81) and a pattern of differences in the follow-up t-tests similar to
that observed for “Exemplary” followers (compare results shown in Table 6 with those in
Table 5). As with the “Exemplary” group, the largest correlated effect size differences for
“Other” followers were observed for those involving N Achievement versus N Affiliation
(d = 2.37), N Achievement versus N Autonomy (d = 1.38), and N Achievement versus N
Dominance (d = 1.91). Correlated effect size differences that were moderate in magnitude
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were observed for comparisons involving N Affiliation and N Autonomy (d = -0.70) and
Autonomy and N Dominance (d = .51). The statistically non-significant comparison
involving the means for N Affiliation and N Dominance was linked to a negligible effect.

Figure 2. Line graph of four motivational needs scale means obtained for “Exemplary”
and “Other” followership style respondents on the Needs Assessment Questionnaire
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Table 5
Repeated Measures Analysis of Variance Summary of Four Scale Means Derived from
the Needs Assessment Questionnaire: Exemplary Followership Style
Exemplary Style
(n = 99)

Need

M

SD

1. N Achievement

4.71

0.32

2. N Affiliation

3.41

0.53

3. N Autonomy

3.81

0.68

4. N Dominance

3.56

0.60
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á

á

3.00

1.65

2.35

â

-0.66
á

0.39

	
  	
  

	
  	
  

	
  	
  

	
  	
  

Note. The results of a one-way repeated measures Analysis of Variance (R-ANOVA)
suggested a highly significant difference between the four means (Λ = .120, F(3, 96) =
234.62, p < .001, ηp = .88), with the results of follow-up paired comparisons suggested
in the table above. In those instances where the comparisons were statistically
significant at the corrected alpha levels (p < .008), cells with "up" arrows denote
comparisons where the mean at left exceeds the numbered mean above, while cells
with "down" arrows denote comparisons where the mean at left is lower than the
numbered mean above. For statistically significant comparisons, correlated effect
sizes (d) are provided to denote the magnitude of the difference.
2
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Table 6
Repeated Measures Analysis of Variance Summary of Four Scale Means Derived from
the Needs Assessment Questionnaire: Other Followership Styles
"Other" Styles
(n = 46)

Need

M

SD

1. N Achievement

4.36

0.44

2. N Affiliation

3.17

0.55

3. N Autonomy

3.59

0.65

4. N Dominance

3.25

0.68

	
  	
  

	
  	
  

	
  	
  

1

2

3

4

á

á

á

2.37

1.38

1.91

â

-0.70
á

0.51

	
  	
  

	
  	
  

	
  	
  

	
  	
  

Note. The results of a one-way repeated measures Analysis of Variance (R-ANOVA)
suggested a highly significant difference between the four means (Λ = .190, F(3, 43) =
61.18, p < .001, ηp = .81), with the results of follow-up paired comparisons suggested
in the table above. In those instances where the comparisons were statistically
significant at the corrected alpha levels (p < .008), cells with "up" arrows denote
comparisons where the mean at left exceeds the numbered mean above, while cells
with "down" arrows denote comparisons where the mean at left is lower than the
numbered mean above. For statistically significant comparisons, correlated effect sizes
(d) are provided to denote the magnitude of the difference.
2

Research Question 5: Do high school teachers’ levels of motivation for achievement,
affiliation, dominance, and autonomy differ by their dominant followership style?
As suggested by the graph of the means portrayed in Figure 2 and presented in
Tables 5 and 6, there appears to be an overall or “multivariate” difference in the four
means across groups, although which, if any, of the four points of comparison differ
statistically would require empirical testing using the MANOVA procedure. As Table 6
shows, a multivariate difference across the group means does seem to obtain (Λ = .78,
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F(4,140) = 10.19, p < .001, ηp = .11), but only three of the four comparisons across
2

groups proved to be statistically significant. With the scale means for the “Exemplary”
followers systematically exceeding those linked to “Others,” the greatest difference
between groups was seen in relation to N Achievement (F(1, 143) = 30.78, p < .001, ηp =
2

.18, g = 0.98), followed by N Dominance (F(1, 143) = 7.84, p < .001, ηp = .05, g = 0.50),
2

and N Affiliation. (F(1, 143) = 6.61, p < .001, ηp = .04, g = 0.46). The means observed
2

for N Autonomy did not appear to differ statistically across the two groups (F(1, 143) =
3.48, p =.064, ηp = .02, g = 0.33) but the effect size difference could be considered
2

robust.
Table 7
Multivariate Analysis of Variance Summary of Four Scale Means Derived from the Needs
Assessment Questionnaire Compared across Exemplary and Other Followership Styles
ANOVA
df(1, 143)
MANOVA
df (4, 140)
Λ

F

N Achievement

ηp 2

0.775 10.19*** 0.11

F

	
  η 2
p

N
Affiliation

N
Autonomy

N
Dominance

	
  F

	
  F

	
  F

	
  η 2
p

	
  η 2
p

	
  η 2
p

30.78*** 0.18 6.61* 0.04 3.48 0.02 7.84** 0.05

Note. Effect sizes for Exemplary versus Other followership styles were g = 0.98 for N
Achievement, g = 0.46 for N Affiliation, g = 0.33 for N Autonomy, and g = 0.50 for N
Dominance.
*** p < .000. **p < .01. *p < .05.
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Chapter 5
Discussion
In the preceding chapter, the presentation and analysis of data have been reported.
Chapter 5 consists of the summary of the study, discussion of the findings, implications
of practice, recommendations for further research, and conclusions. The purpose of the
latter sections is to expand upon the concepts that were studied in an effort to provide a
further understanding of their possible influence on leadership practice, and to present
suggestions for further research targeting an understanding of followership within the
educational organization using synergistic leadership theory. Finally, a synthesizing
statement is offered to capture the substance and scope of what has been attempted in this
research (Azodi, 2006; Lunenburg & Irby, 2008).
Summary of the Study
This chapter begins with a summary of the purpose and structure of the study and
is followed by the major findings. Conclusions from the findings of this study are
discussed in relation to the definition, function, and characteristics the Synergistic
Leadership Theory but with a paradigm shift. Finally, implications for practice and
recommendations for further research are presented and discussed.
The purpose of the study was to examine the relationship between the following
broad variables: high school teacher-follower motivation and teacher followership style.
This research focused on the goal of informing principal-leaders of the most common
followership styles of high school teacher-followers as well as the motivation,
specifically achievement, affiliation, dominance, or autonomy, enabling the follower
behaviors. Such information provides principal-leaders the ability to motivate followers
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within the school organization more effectively. The significance of such knowledge is
the ability of the leader to effectively lead by enabling followership behavior accordingly,
creating a more synergized organization. The research produced new information about
high school teacher followers and found answers that can enlighten the ways that high
school principals lead, specifically with regard to teacher-follower motivations.
A review of the pertinent literature points out that the concepts have been utilized
in previous studies individually but not necessarily constructed together as in this study
applied to high schools and teacher-followers specifically. Green’s (2010) dimension of
principal leadership “leading with an understanding of self” clears the path to the study’s
purpose and contributes to a better understanding of leading from the inside out toward
synergy. If individuals are unaware or blind to their own behavior, more specifically
motivations, and the effect beyond themselves, the individual is incapable of improving
upon such unknown behavior in the follower role. They are only able to correct the
behavior of which they are aware (Glickman, et.al., 2004). The motivation portion of the
study satisfies this need to bring awareness to individual teacher-follower motivations as
identified by McClelland (1985).
Considering Kelley (1992) establishes leaders as also being followers, “both parts
of ourselves” (p.9) and “the other side of the mirror” (p.8), one can assume that in
addition to leader self-understanding, follower self-understanding is also tantamount
(Green, 2005). Shamir (2007) suggests a lens reversal on the concept of followership
referencing a lack of research using followers’ characteristics specifically as independent
variables, versus the more common use of followers’ characteristics as affected by the
leader. The lack of research connecting the above variables is another reason for the
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focus on follower motivations and its relationship with followership styles as identified
by Kelley (1992).
The goal of shifting the paradigm away from the idea of leader position power
toward a balance on the continuum of role and power between the leader and follower as
well as awareness in organizations of the follower influence and the leader’s follower
role encourages a lens reversal. Yukl (2010) states that the research shows followers as
holding the influence within the causal relationship as identified by Burns (1978). The art
of the leader-follower relationship is the maximization of the coincidence of mutual
values and, significant to this study, motivations (Burns, 1978). The dynamics and
context of the high school setting as an ever-changing and varied organization with
humanistic qualities demands that leaders not only have personal awareness but an
understanding of goals and motivational levels of followers (House, 1971). By
understanding followers, researchers are more capable of understanding the leaderfollower relationship and how it contributes to better organizational effectiveness
(Vondey, 2012), the goal of this study, using synergistic leadership theory as a basis.
A combination of instruments was used to collect data from teacher-followers,
namely Kelley’s (1992) Followership survey and McClelland’s (1985) Needs Assessment
Questionnaire. Both are self-reporting and developed in previous studies respectively.
Participants were asked to score how they perceive their own motivations and
followership style in the role of a high school teacher within the educational organization.
The study included 145 voluntary participants from high schools around the state of
Tennessee. A demographic breakdown was provided for gender, age, ethnicity, years
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teaching, years at current school, education, and schooling context (Table 1). This study
had five research questions in which the findings are discussed later.
Discussion of the Findings
Previous researchers studied each of the individual variables used in this study,
high school teacher-follower motivation and followership style, but none of researched
the influence of one on the other from a follower-centric perspective and within the
context of synergistic leadership theory. As a result, the following research questions
guided the study and the implications of the answers to these questions will be discussed
in this chapter:
1. Is there a statistically significant difference in the proportion of high school
teachers’ dominant followership styles and the extent to which these proportions
differ from national norms?
Previous research was not identified specifically inquiring about the proportion of high
school teachers’ dominant followership styles and the extent to which these proportions
differ from national norms, though Crippen (2012) discusses followership in schools
extensively, “With the move toward democratization in our schools and the use of school
teams to develop policy, curriculum, school plans, and school celebrations, the role of
team leader and that of team follower has become critical in achieving planned goals and
outcomes (p.194).” In addition, Beckerleg (2002) surveyed principals to inquire about
their followership styles. The Chi square distribution was used to test whether the
observed data differed significantly from theoretical expectations. The theoretical
expectations or null hypothesis in the calculation is considered an equal distribution of
followership styles among the high school teacher followers. Table 2 presented the
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frequencies and percentages of teacher follower responses revealing that neither one of
the so-called “one way” Chi-Square tests matched the projected statistical model, equal
frequencies or goodness of fit. Three of the five followership styles were either not
represented at all or severely underrepresented as opposed to the “Pragmatist” style and
the “Exemplary” style that were over-represented. The researcher concludes that skewed
results were collected because of flaws in the instrument and subjects’ lack of familiarity
with the concept of followership. The followership instrument itself is more appropriately
applied in a workshop setting to measure styles. Respectively, the “Pragmatist”
followership style departed by 31% in the “equal frequencies” analysis and by only
12.6% in the “goodness of fit” analysis. The “Exemplary” style deviated from
expectations by 241.4% in the “equal frequencies” analysis and 279.3% in the “goodness
of fit” analysis.
According to Kelley’s (1992) description of “Exemplary” followers and the
teacher-follower responses to the survey, the majority of teachers surveyed operate well
on the two underlying dimensions of leadership. First, they exercise independent, critical
thinking, separate from the group or leader. Second, they are actively engaged, using
their talents for the benefit of the school organization, even when confronted with
bureaucracy or other non-contributing members. Unlike the mythic qualities attributed to
leaders, exemplary followers are simply able to do their jobs and work with others in a
way that adds value to the organization. It is the way in which they go about their tasks
that makes them stand out from other followers. The teacher-followers believe that they
possess a number of skills and value that are both learnable and doable as followers
within the school organization.
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2. Do the proportions of high school teachers’ dominant followership styles differ
significantly based on such background characteristics as gender, age, ethnicity,
level of education, and years of teaching experience?
Previous research was not identified inquiring about the proportion of high school
teachers’ specifically, nor their dominant followership styles, and how they differ based
on background characteristics. Table 3 was created to show a cross tabulation and a series
of Chi-Square tests conducted to question the statistical relationship between the
demographics and the respondents’ dominant followership styles, “Exemplary” or some
“Other” style. Followership styles other than “Exemplary” were categorized as “Other”
for simplification. Of the seven demographics, three proved to be statistically significant
and these three appeared to be some function of the teacher follower’s age. Specifically,
those respondents who were older than 45 years, held a Master’s or higher degree, or had
more than a dozen years of teaching experience tended more often to think of themselves
as “Exemplary” followers. Blackshear (2004) concedes that successful followership is
built on all of the following that also reflect a function of age-belief in an organization’s
mission, willingness to subjugate personal interest for the greater good, loyalty, and unity
of focus.
3. Is there a statistically significant difference in level of motivation expressed by
high school teachers for achievement, affiliation, dominance, and autonomy?
Path-goal theory (House, 1996) emphasizes the leader/follower relationship through its
focus on the level of motivation of the followers (Kupers, 2007) as inquired in this study.
House (1971) suggests that leaders be aware of followers’ motivational levels, so
motivation for achievement, affiliation, dominance, and autonomy are inquired about
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from the teacher-follower respondents, but a previous study was not identified inquiring
about difference in level of motivation expressed by high school teachers for different
motivations. Most often as in Berson et. al. (2014) follower motivation is approached
from the leadership perspective inquiring how a leader specifically can better motivate
followers, not bringing to the forefront the follower’s intrinsic motivation. The role of
followers and specifically the motivation of followers according to Crippen (2012)
impact the effectiveness of the group and the organizational relationships. A scale mean
is calculated for each and then compared using the repeated measures Analysis of
Variance procedure (R-ANOVA), with dependent t-tests performed for follow-up
comparisons between pairs of means, with a highly statistically significant outcome. The
teacher-follower respondents’ need for Achievement exceeds all other needs. The goal of
student achievement in particular is uniform in the education profession shared by all
stakeholders.
4. Are there differences in the levels of motivation for achievement, affiliation,
dominance, and autonomy observed after high school teachers have been grouped
by their dominant followership styles?
It was hypothesized that people have different characteristics depending on their
dominant motivator, resulting in different favored followership styles, but a previous
study was not identified inquiring about differences in the levels of motivation for
achievement, affiliation, dominance, and autonomy of high school teachers after being
grouped by followership styles. Additional knowledge according to Crippen (2012) of the
motivation and outcomes of each follower style would provide valuable insights into the
rationale for participant interaction and attainment of a democratic atmosphere. The
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relationship between dominant motivators of respondents and followership styles are
observed here. The distribution of followership styles for the current sample did not run
the gamut of possibilities to the extent one would expect, therefore followers are
distinguished as “Exemplary” followers specifically and “Other” and tested accordingly.
The need for Achievement was most pronounced across all types of teacher-followers,
followed by the need for Autonomy, after scale means are observed and then compared
using the repeated measures Analysis of Variance (R-ANOVA), as seen in Table 5 and
Table 6 respectively for “Exemplary” and “Other” follower styles. The need for
Affiliation and Dominance were significantly less in evidence than the previous
mentioned but neither was more or less in evidence than the other. The comparison in
Figure 2 shows similar motivational level results on the Needs Assessment Questionnaire
for both “Exemplary” and “Other” followership styles as expected.
5. Do high school teachers’ levels of motivation for achievement, affiliation,
dominance, and autonomy differ by their dominant followership style?
According to Kelley (1992), follower motivation can come from a variety of sources-the
leader, intrinsic motivation, etc.-as mentioned in the study by Baker (2006) concerning
leader-follower agreement, but that understanding follower motivation was insufficient to
predict followership style or performance. The current study attempted to disprove that
assumption. An overall difference or multivariate difference in the four means across
followership style groups requires empirical testing using the MANOVA procedure to
compare differences statistically shown in Table 7 derived from the Needs Assessment
Questionnaire compared across “Exemplary” in Table 5 and “Other” followership styles
in Table 6. A previous study was not identified inquiring about those differences. From
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the comparison the greatest difference between groups was seen in relation to
Achievement, followed by Dominance and Affiliation. Previous research is limited for
such statistical comparisons for motivational levels and followership styles. Principalleader knowledge of motivation and style of teacher-followers provides insight into
creating the desired educational culture.
Implications for Practice
Teacher-followers At the outset of this dissertation, it was argued that members
of an organization do a disservice to the organization when they presume to know and
fully understand the relationship between self, the followership role, and the leaderfollower relationship. Research, such as that of Kelley (1988, 1992), Chaleff (2003), and
others have sought to change the general assumptions on followers by asking for the
followers’ perspective. This study brought to light the reality that within organizations
the role of the follower inevitably exists and it is up to the individual follower how that
role is defined apparent in their resulting followership style. The chosen style has an
effect on the leader-follower relationship and the culture of the organization as a
synergized whole.
Principal-leaders By inquiring about follower motivations, leaders are better able
to differentiate their leadership techniques and therefore have a better understanding of
the individual follower perspective. Additionally, by connecting the significance of
follower motivation to followership style, specifically for high school teachers, principals
are able to understand the motivation behind those most frequently seen followership
styles according to the data collected and are more equipped to lead. Using this
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synergized model of leadership makes being “un-coachable” impossible and therefore
everyone has the potential to be successful.
Recommendations for Future Research
The results of this study reveal a number of avenues for future research. The first
option concerns the context of the educational organization, namely high school.
Followership is considered situational and dynamic in nature. As a result, a comparison
of teacher-followers in a variety of educational settings might be useful to explain
followership style and motivation correlations.
Furthermore, the followership perspective and whether it is accurate as a
measurement from the followers’ own perspective. Naturally the follower is going to
inflate their desire and ability to be an “exemplary” follower. So, followership from the
leaders’ perspective might be useful with a goal of follower improvement. Such a study
would demand a different followership survey instrument possibly involving qualitative
interviews of leadership. Similarly, an instrument measuring motivation from a different
angle might be valuable-extrinsic versus intrinsic or motivation by principals.
And finally, according to the current study those teacher-followers who chose to
participate self-reported exemplary followership, then they are at maximum performance
and productivity and therefore the improvements lie elsewhere. An inquiry into the
system and its other components should be done to find weaknesses. A consideration of
individual leadership effect in varied settings on followership motivations and styles
might be useful in improving the overall educational organization. Inquiry from
followers, considering style and motivations, of preferred leadership behaviors might
inform leaders of how to more specifically lead appropriate to their followers.

79
	
  

Followership as a construct has unlimited reach within organizations open for future
studies. Everyone is a follower to some degree.
Conclusion
An attempt was made in this study to lay a foundation for understanding
followership motivations as related to followership styles. It was argued that
understanding followers’ self-concepts through their motivations is not recognized, and
therefore an understanding of the leader-follower relationship is not possible. The
researcher concludes that skewed results were collected because of flaws in the
instrument and subjects’ lack of familiarity with the concept of followership. The
followership instrument itself is more appropriately applied in a workshop setting to
measure styles.
Theoretical frameworks such as hierarchy of needs (Maslow, 1970), social
cognitive (Bandura, 1986), and acquired needs theories (McClelland, 1985) aided in the
exploration of the four follower motivations: Achievement, Affiliation, Dominance, and
Autonomy. The data showed that the majority of the high school teacher followers are
motivated primarily by achievement. Concurrently, social identity theory contributed to
the dissection of high school teacher followership styles as identified by Kelley (1992):
Alienated, Passive, Conformist, Pragmatist, and Exemplary. Data also showed that a
large percentage of those followers see themselves as Exemplary followers within the
educational organization. These attributes were used to craft an understanding of high
school teachers’ levels of motivation differ by their dominant followership style and how
they differ using the synergistic leadership theory to merge the two concepts.
This study was intended to provide insight for high school principal leaders into
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what style followers exist in their organization as well as what motivates them. In doing
so, the value of a high school teacher-follower’s understanding of self was brought to
light through motivation and style. With this understanding of followers, the opportunity
now exists to develop more effective leaders as well as more effective followers.
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Each factor is equal; no structural hierarchy exists, and each factor interacts with the others. The model is depicted as a tetrahedron with six interactive pairs in Figure 1.
In the SLT, attitudes, beliefs, and values are the foundation for guiding principals that “apply at all times in all
places” (Covey, 1992) and are manifested in actions, such as valuing professional growth, being open to change,
and valuing diversity and integrity. Leadership behavior is depicted as a range of behaviors from autocratic to
nurturer. External forces are those influencers outside the control of the organization or the leader that interact
with the organization and the leader and that inherently
embody
a set of values, attitudes and beliefs. They may
Appendix
A

Figure 1. The tetrahedral model for the synergistic leadership theory.
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Appendix B
Characteristics of McClelland’s Three Associated Dominant Motivators:
Dominant
Motivator
Achievement

Characteristics of This Person
§

Has a strong need to set and accomplish
challenging goals
§ Takes calculated risks to accomplish
their goals.
§ Likes to receive regular feedback on
their progress and achievements.
§ Often likes to work alone.
Affiliation
§ Wants to belong to the group.
§ Wants to be liked, and will often go
along with whatever the rest of the
group wants to do.
§ Favors collaboration over competition.
§ Doesn’t like high risk or uncertainty.
Power
§ Wants to control and influence others.
§ Likes to win arguments.
§ Enjoys competition and winning.
§ Enjoys status and recognition.
Source: www.mindtools.com/pages/article/human-motivation-theory.htm Retrieved
October 29, 2014.
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WELCOME page	
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WELCOME! 	
  
	
  
	
  

The purpose of the present study is to explore high school
teachers' preferred followership styles and their connection
with workplace-related psychological needs. 	
  
	
  

The survey is divided into three sections. In section one, a
few demographic questions about yourself will be posed. In 	
  
section two, you will be asked to respond to 20 questions
concerning how you tend to respond in followership 	
  
contexts. Finally, in section three, you will be presented 	
  
with 20 questions pertinent to work-related "needs," such as
your need for autonomy, need for collaboration, and so on. 	
  
	
  

The survey is anonymous and will require no more than 10 to
15 minutes of your time to complete. Any reporting of 	
  
results will be in summary form and will in no way enable the
identification of individual respondents. 	
  
	
  

Informed Consent	
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Participation in this survey is voluntary and your answers will be kept strictly
confidential. If you agree to participate, please check the "agree" response below.
If you wish to drop out, please check the "decline" button to exit the survey
immediately. 	
  
	
  
nmlkj I understand these conditions and I AGREE to participate. Go to nmlkj I understand these conditions and I don't wish to participate. I 	
  

	
  

DECLINE 	
  

the survey.

	
  

Section One	
  

Section One 	
  
	
  

Demographic Questions
	
  

Section One: Demographic Questions	
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By clicking the appropriate radio button, provide the following information about yourself. 	
  

1. What is your gender?	
  
nmlkj 1) Male

jnmlk 2) Female	
  

2. Which of the following ranges captures your present age?	
  
nmjkl 1) 20–35 years

	
  

nkjlm 4) 56–65 years	
  

lmnjk 2) 36–45 years

jklmn 5) Over 65 years	
  

	
  

nmlkj 3) 46–55 years	
  

3. With which of the following ethnic/racial groups do you most identify?	
  

Other	
  

knmlj 1) African-American

kjlmn 4) Native American/Pacific Islander	
  

jlnmk 2) Asian-American

jklmn 5) White/Caucasian	
  

jklmn 3) Hispanic/Latino

jklmn 6)

	
  
	
  

4. Of the following, which choice represents the highest level of education you have
attained?	
  
Degree plus 45 Graduate Hours	
  

nmlkj 1) Less than a Bachelor's Degree

nmlkj 2) Bachelor's Degree

nmlkj 5) Master's

mnjkl 6) Ed.S.	
  

jnmlk 3) Bachelor's Degree plus Graduate Hours

nmlkj 7) Doctoral Degree (Ed.D. or Ph.D.)	
  
klmnj 4) Master's
Degree	
  

	
  

Section One: Questions about Current Professional Status	
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Use the drop down boxes to provide the following information about your current professional status 	
  

5. In all, how many years TOTAL have you been an educator?	
  
6	
  
	
  
6	
  . How many years have you taught at your present school?	
  
6	
  
	
  
	
  
	
  

Section One: A Question about Future Professional Plans	
  
Using the appropriate radio button and the provided spaces, provide the following information about your working
situation.	
  

8. How would you describe the context in which your current school is located?	
  
nmlkj 1) Urban context nmlkj 3) Small town context	
  
nmlkj 2) Suburban context

nmlkj 4) Rural context	
  

7	
  . In which high school do you currently teach?	
  
	
  
8	
  . In which school district/county is your school located?	
  
	
  	
  

	
  

Copy of page: Section Two	
  

SECTION TWO 	
  
	
  

Identification of Followership Style 	
  
	
  

	
  
	
  

Section Two: Followership Style Questionnaire	
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Spread across two pages, the following 20 items are derived from a survey developed by Robert Kelley and are
intended to help identify one's typical followership style. 	
  

	
  
Since most of us spend the majority of our time in the followership role, it stands to reason that how we perform as
followers determines for the most part how satisfied we are with our day-to-day work lives in the classroom. Further,
knowing about preferred followership styles may enable school leaders to manage and organize the work of teachers
in more satisfactory and satisfying ways. 	
  

	
  

With respect to the statements on this page, think of a specific but typical followership situation and indicate HOW 	
  
OFTEN you were inclined to respond to it in a particular way on a scale ranging from Almost Never (0) to Almost
Always 	
  
(6) 	
  

9A Followership Questionnaire: Statements 1 to 10. 	
  
	
  

	
  

	
  

Very

Never

Seldom

Seldom Occasionally Often 	
  
(2) (3) (4) (0) (1)

(5) (6)	
  

Very

Almost 	
  

Often

Always 	
  

1. Does your involvement help you fulfill nmlkj	
  
some societal goal or personal dream
that is important to you?	
  

nmlkj	
   nmlkj	
   nmlkj	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

2. Are your personal goals aligned with
your school's organizational
goals/mission statement?	
  

nmlkj	
  

nmlkj	
   nmlkj	
   nmlkj	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

3. Are you highly committed to and
energized by your involvement and
organization, giving them your best
ideas and performance?	
  

nmlkj	
  

nmlkj	
   nmlkj	
   nmlkj	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

4. Does your enthusiasm also spread to nmlkj	
  
and energize your peers?	
  

nmlkj	
   nmlkj	
   nmlkj	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

nmlkj	
   nmlkj	
   nmlkj	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

6. Do you actively develop a distinctive nmlkj	
  
competence in those critical activities so
that you become more valuable to the
organization and its leader?	
  

nmlkj	
   nmlkj	
   nmlkj	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

7. When starting a new job or
assignment, do you promptly build a
record of successes that are
important to the organization and its
leaders?	
  

nmlkj	
  

nmlkj	
   nmlkj	
   nmlkj	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

8. Can the leader of the
organization/school give you a difficult
assignment without the benefit of much
supervision, knowing you will meet
your deadline with high-quality work?	
  

nmlkj	
  

nmlkj	
   nmlkj	
   nmlkj	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

9. Do you take the initiative to seek out
and successfully complete assignments
that go above and beyond your role?	
  

nmlkj	
  

nmlkj	
   nmlkj	
   nmlkj	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

10. When you are not the leader of a
project, do you still contribute at a high
level, often doing more than your
share?	
  

nmlkj	
  

nmlkj	
   nmlkj	
   nmlkj	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

5. Instead of waiting for or merely
accepting what the leader tells you,
do you personally identify which
organizational activities are most
critical for achieving the
organization's priority goals?	
  

	
  

Almost
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Section Two: Followership Style Questionnaire page 2	
  
Spread across two pages, the following 20 items are derived from a survey developed by Robert Kelley and are
intended to help identify one's typical followership style. 	
  

	
  

	
  
	
  
Since most of us spend the majority of our time in the followership role, it stands to reason that how we perform as
followers determines for the most part how satisfied we are with our day-to-day work lives in the classroom. Further,
knowing about preferred followership styles may enable school leaders to manage and organize the work of teachers
in more satisfactory and satisfying ways. 	
  

	
  

With respect to the statements on this page, think of a specific but typical followership situation and indicate HOW 	
  
OFTEN you were inclined to respond to it in a particular way on a scale ranging from Almost Never (0) to Almost
Always 	
  
(6) 	
  

9B Followership Questionnaire: Statements 19 to 20. 	
  
	
  

	
  

	
  
	
  
	
  

Almost

Very

Never

Seldom

Seldom Occasionally Often 	
  
(2)

(0)

(3)

(1)

(4)	
  

Very

Almost 	
  

Often

Always 	
  

(5)

(6)	
  

11. Do you independently think of
and champion new ideas that will
contribute significantly to the
organization's goals?	
  

nmlkj	
  

nmlkj	
   nmlkj	
  

nmlkj	
   nmlkj	
  

nmlkj	
  

nmlkj	
  

12. Do you try to solve tough
problems rather than look to the
leader to do it for you?	
  

nmlkj	
  

nmlkj	
   nmlkj	
  

nmlkj	
   nmlkj	
  

nmlkj	
  

nmlkj	
  

13. Do you help your peers, making
them look good, even when you
don't get any credit?	
  

nmlkj	
  

nmlkj	
   nmlkj	
  

nmlkj	
   nmlkj	
  

nmlkj	
  

nmlkj	
  

14. Do you help the leader or
organization see both the upside
potential and downside risk of ideas
or plans, playing the devil's advocate
if needed?	
  

nmlkj	
  

nmlkj	
   nmlkj	
  

nmlkj	
   nmlkj	
  

nmlkj	
  

nmlkj	
  

15. Do you understand the leader's
needs, goals, and constraints, and
work hard to meet them?	
  

nmlkj	
  

nmlkj	
   nmlkj	
  

nmlkj	
   nmlkj	
  

nmlkj	
  

nmlkj	
  

16. Do you actively and honestly
own up to your strengths and
weaknesses rather than put off
evaluation?	
  

nmlkj	
  

nmlkj	
   nmlkj	
  

nmlkj	
   nmlkj	
  

nmlkj	
  

nmlkj	
  

17. Do you make a habit of internally
questioning the wisdom of the
leader's decision rather than just
doing what you are told?	
  

nmlkj	
  

nmlkj	
   nmlkj	
  

nmlkj	
   nmlkj	
  

nmlkj	
  

nmlkj	
  

18. When the leader asks you to do
something that runs contrary to your
preferences, do you say "no" rather
than "yes"?	
  

nmlkj	
  

nmlkj	
   nmlkj	
  

nmlkj	
   nmlkj	
  

nmlkj	
  

nmlkj	
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19. Do you act on your own ethical
standards rather than the leader's or
the group's standard?	
  

nmlkj	
  

nmlkj	
   nmlkj	
  

nmlkj	
   nmlkj	
  

nmlkj	
  

nmlkj	
  

20. Do you assert your views in
important issues, even though it
might mean conflict with your group
or leader?	
  

nmlkj	
  

nmlkj	
   nmlkj	
  

nmlkj	
   nmlkj	
  

nmlkj	
  

nmlkj	
  

	
  

Section Two	
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SECTION THREE 	
  
	
  

Assessment of Work-Related Needs 	
  
	
  

Section Three: Needs Assessment Questionnaire	
  
	
  

	
  
	
  
Spread across two pages, the following scale contains 20 statements that may describe you and the types of things
you may like to do. Tell how much you agree or disagree with each of the following statements by clicking the
appropriate radio button. 	
  

10A Needs Assessment Questionnaire: Statements 1 to 10. 	
  
	
  
	
  

	
  

Strongly
Disagree

Strongly 	
  

Neither Agree
Disagree

Nor Disagree

Agree

Agree 	
  

1. I try to perform my best at
work.	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

	
  

nmlkj	
  

nmlkj	
  

2. I spend a lot of time talking
to others.	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

	
  

nmlkj	
  

nmlkj	
  

3. I would like a career where
I have very little supervision.	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

	
  

nmlkj	
  

nmlkj	
  

4. I would enjoy being in
charge of a project.	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

	
  

nmlkj	
  

nmlkj	
  

5. I am a hard worker.	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

	
  

nmlkj	
  

nmlkj	
  

6. I am a "people" person.	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

	
  

nmlkj	
  

nmlkj	
  

7. I would like a job where I
can plan my work schedule
myself.	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

	
  

nmlkj	
  

nmlkj	
  

8. I would rather receive
orders than give them.	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

	
  

nmlkj	
  

nmlkj	
  

9. It is important to me to do
the best job possible.	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

	
  

nmlkj	
  

nmlkj	
  

10. When I have a choice, I
try to work in a group instead
of by myself.	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

	
  

nmlkj	
  

nmlkj	
  

	
  

	
  

Section Three: Needs Assessment Questionnaire, page 2	
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Spread across two pages, the following scale contains 20 statements that may describe you and the types of things
you may like to do. Tell how much you agree or disagree with each of the following statements by clicking the
appropriate radio button. 	
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10B Needs Assessment Questionnaire: Statements 11 to 20. 	
  
	
  
	
  

	
  

Strongly
Disagree

Strongly 	
  

Neither Agree
Disagree

11. I would like to be my own
boss.	
  

nmlkj	
  

nmlkj	
  

12. I seek an active role in the
leadership of a group.	
  

nmlkj	
  

13. I push myself to be "all that I
can be.	
  

Nor Disagree

Agree

Agree 	
  

	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

14. I prefer to do my own work
and let others do theirs.	
  

nmlkj	
  

nmlkj	
  

	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

15. I like to work at my own pace
on job tasks.	
  

nmlkj	
  

nmlkj	
  

	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

16. I find myself organizing and
directing the activities of others.	
  

nmlkj	
  

nmlkj	
  

	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

17. I try very hard to improve on
my past performance at work.	
  

nmlkj	
  

nmlkj	
  

	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

18. I try my best to work alone on
a work assignment.	
  

nmlkj	
  

nmlkj	
  

	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

19. In my work projects, I try to
be my own boss.	
  

nmlkj	
  

nmlkj	
  

	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

20. I strive to be "in command"
when I am working in a group.	
  

nmlkj	
  

nmlkj	
  

	
  

nmlkj	
  

nmlkj	
  

nmlkj	
  

	
  

	
  

Exit Page	
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Thank you 	
  
for your interest and participation in
our survey! 	
  
	
  
	
  

Clicking "submit" will take you to the U of M, College of
Education Home Page 	
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